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Mr. Raymond T. Sawyer
Chairman

Ohio Board of Regents
3600 State Office Tower
30 East Broad Street
Columbus, Ohio 43215

Dear Ray:

As chairman of the Managing for the Future Task Force, I am pleased to submit
the results of our year-long deliberations. At the request of the Board, our 19-member
Task Force examined how to provide the highest quality higher education services within
a constrained state resource environment. Leaders of higher education, local

communities, government, business and industry gave of their valuable time to assist in
this important and challenging task.

The work of the Managing for the Future Task Force was divided into two parts:
statewide and institutional. A Statewide Issues Committee of the Task Force explored
quality and cost issues that have statewide impact and focussed on statewide strategies
for preserving high quality services with fewer state resources. In addition, each college
and university empaneled an Institutional Committee on Managing for the Future to
guide an internal review of the same issues from an institutional perspective. Colleges’
and universities were requested to engage leaders outside the campus in these activities
and to report their findings to the state-level Task Force. Tke Executive Summary of

each campus report is included in Appendix J of the report; the full reports are
transmitted herewith.

Less than half way through the deliberations of the Managing for the Future Task
Force, an additional 4% budget cut was imposed on higher education, following an -
earlier 3% loss from 1991. Tke severity -- and the timing - of this second budget cut
forced institutions to make rapid decisions about cost curtailment and preempted much
of the scheduled work of the state-level and institutional task forces as immediate
responses were made to address the 1992-1993 fiscal crisis.

J




BENESCH, FRIEDLANDER, COPLAN & ARONOFF

Because the constrained resource environment had already become an instant
reality to the higher education community, the work of the task forces turned to longer-
term issues of quality, access, stability and viability of higher education in Ohio, within
such an environment. That is the main thrust of this report.

Now that the 1993 higher education budget has been decreased by another 1{.5%,
there is an even greater urgency for Ohio’s colleges and universities to make the kind of
long-term changes recommended by the institutional management task forces and those
we have proposed in this report. Cost-reduction and cost-containment approaches must
continue on our campuses. However, at the same time, we believe the Ohio Board of
Regents, Ohio’s political leaders, the higher education community, and college and
university advocates must work together to find the resources needed to make a college
education more affordable to the increasing numbers of students.

We believe the recommendations in our report will require careful consideration
and implementation. We urge, however, that the Board move toward implementation as
soon as possible. Task Force members stand willing to assist you in any way you deem
appropriate.

. Victor Goodman
Chairman
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STRUCTURE OF THIS REPORT

Becauseit is important for the reader to understand the influences that led the Task Force to its conclusions,
this report secks first to provide an overview of higher education in Ohio (Section IT). Next, the facts about
Ohio's higher education revenue and expenditure patterns are presented (Section III). Finally, Section IV
contains a more detailed description of the Task Force's proposed solutions and recommendations.

Theviewsof the Task Force members do not necessarily represent the positions or policies of their respective
colleges or universities.
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EXECUTIVE SUMMARY

Report of
Ohio’s Managing for the Future Task Force

The Managing for the Future Task Force was convened by the Ohio Board of Regents to examine how
collegesand universities could sustain quality programswith the highest degree of efficiency during times of fiscal
constraints. After a year of gathering facts and careful consideration, we reached the following condusions
regarding the connections of higher education to Ohio’s future:

*

Higher education is the centerpiece of the knowledge society and the demand for higher
education is increasing as the connection between education and economic development
becomes more urgent;

Communities and individuals are placing increasing demands on colleges and universities to
step up outreach efforts to underserved populations; solve problems through research and
innovation; provide lifelong career and personal development opportunities; secure scholar-
ship funds for those most in need; and demonstrate the results of the teaching/leaming process.

Even as society places increased demands on colleges and universities, providing resources to
highereducation hasbecomealower priority on federal and state agendas; funds are decreasing;
costs to students are rising; and quality is being threatened.

Ohio is not positioned well for today’s knowledge-based economy because relatively few adules
havegoneto college compared tostates withahigher percapitaincome; the state has historically
invested less than otherstatesin higher education and research; and lower investmentsin higher
education slow economic growth.

Ohioisin a downward spiral in which limited educational opportunities lead to lower income
which leads to fewer tax dollars which limit educational opportunitics even further.

College is a necessity, not a luxury; itis essential for stimulating research and development key
to the economic vitality of Ohio. Yet as a result of low federal and state investments in higher

education students are being squeezed out of college because their ramilies cannot atford the
added costs.

In our view, Ohio’s public colleges and universities have been managed efficienty given the fact that
each institution has been trying to provide full services for the constituencies they serve. Presidentsand trustees
have served Ohio well in managing to provide open access to students not always prepared for collegiate-level
work; to improve the level of quality in programs; and to serve the economic and social development needs of
thestateand its regions. They havebeen ableto do thisata cost below th=national average, and with historically




low levels of funding from the state. Student fees have taken up part of the slack, but cost-containment efforts
on every campus have held student fees lower than they would have been if spending levels in Ohio were at or

above the national average.

The D Lanaging for the’?
Future Procgss. The 19-
meniber Statewide Man-
aging for the Futioe Lisk
Foice is conpose o of
leaders fronm Digher cdica-
tion, Incal connnuiitics,
goverment, aid bisiness
aned incdistry? s worlas
beest complentented by the
efforts of simiilar groups on
every campus. The process
- began i 19915 ccompus
yeports were completed in

Ay of 1992,

‘Theuniversities, forthe most part, have been trying to offer programs ranging
from developmental and remedial education through doctoral degrees and
rescarch. Community and technical colleges have provided open access to their
regions at the assodiate degtee level and serve the immense job training needs of
those individuals already in the workforce. Our challenge, as a task force, was to
findaway for the colleges and universitiesto continuetoachievetheaccess, quality,
and efficiency standards expected by Ohioans within what we believe will be a
protracted period of limited resources.

We believe the gicatest benefit to Ohioans will come in larger, overarching
structural changes “within each college and university as identified by their task
forces, and across the stateas incorporated in ourrecommendations. Eachcampus
hasdemonstrated to usspecificways ithas been reducing costs over thelastdecade;
cach is on a path to streamline operations without loss of quality.

Our report has identified where we believe the strengths lie in higher
education. The strengths of the campuses must not be diluted in our artempts to
reshape higher education. At the same time, we believe those strengths provide a
solid foundation for 2 more systematic approach to planning and coordination,

with the Ohio Board of Regents assuming a stronger leadership role. College and university presidents and
trustees need to work more dosely together in a higher education system that responds more fully to the needs
of all Ohioans while also having enough autonomy tc carry out the effective operation of each institution.

Summary of Recommendations

Weconduded from ourown examination of available evidence and information provided inthe college

and university management reports that the longer-term strategy for building a robust higher education system
in Ohio requires revisiting its structure and the delivery of its services. While there may be short-term costs
associated with the recommendations that follow, the long-term benefits will accrue from higher quality,
productivity, efficiency and effectiveness in meeting the educational needs of Ghioans.

Ourstate-level Managing forthe Future Task Forceand the institutional management committeeshave
concluded that it is necessary for Ohio to: A

1. Link state colleges and universities more effectively to form a higher education systens;

2. Redesign the higher education structure to address six statewide priorities; and

LU
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3.

Strengthen the higher education system leadership responsibilities of the Ohio Board of
Regents while retaining college and university responsibility for campus policies and opera-
tions.

Our rccc;mmcndations and assigned responsibility to enact them are included in Section IV of the
Report. What follows is a summary of key points.

For Ohio to achieve greatest access for its citizens to academically strong and economically efficient
higher education services, we recommend the following actions:

Link state colleges and universities more effectively to form a higher education system.

Develop a new strategic plan that sets the mission, goals, objectives and expected results for the
higher education system.

Review and refocus college and university missions to fit the mission, goals and objectives of the
state higher education system.

Require regional collaboration where appropriate in graduate and professional education.

Support the plan of the State’s seven medical colleges, to build both a regionalized system ofhealth
care and statewide collaboration in areas such as educational technology and biomedical research.

Communicate state higher education funding goals, prioritissand policies to collegeand university
trustees and presidents, and work closely with them to achieve the goals and carry out the policies.

Structure the higher education system to address six statewide priorities.

. Meet the Diverse Needs of Students and Optimize Their Achievement.

Work dosely with the State Board of Education and with schools to ensure that, by the year 2000,
all Ohio high school graduates can demonstrate completion of a college or technical preparatory
curriculum for admission without condition to community and technical colleges.

Increase the participation and achievernent of economically disadvantaged and minority students
at each college and university, and at all levels of education.

Structure the ‘State’s two-year college system to: create regional community college districts;
consolidate ‘co-located’ technical colleges and university branches into community colleges; and
offer site and time specific upper-division and graduate programs through university affiliations.
The community colleges, working in the framework of a strengthened articulation and transfer
mechanism, would become the principal open access points for higher education in the State and
would have primary responsibility for developmental and remedial educartion.




Assure Excellence in Academic Programming,.

Refocus campus missions to ensure that offerings are consistent with the overall mission of Ohio’s’
system of higher educaion.

Strengthen campus- and state-level reviews of quality and effectiveness of academic programs.

Eliminate or consolidate programs where there is unnecessary duplication orwhere the yield is too
small for continued high quality.

Require colleges and universities to measure and report on institutional effectiveness.

Restore funding for incentive-based programs targeted at quality improvement, much like the
Selective Excellence initiatives did.

Improveteachingand learning in theschools, especially those school districts with consistendy high
numbers of students needing remediation.

Reaffirm the importance of undergraduate education and develop strategies to encourage
instructional innovation and efficiency at the undergraduate level, incdluding the use of technology
and more cffective deployment of teaching personnel.

Reaffirm the value of research both as an integral part of higher education and as a critical factor
in the economicwell-being of the State. Focus research funding to centers of excellence both at the
State’s comprehensive research universities, Ohio Stateand Cincinnati, and to sclected programs
at other universities.

Designate Ohio’s two-year college workforce training network, EnterpriseOhio, and its member
institutions as the preferred mechanism for the delivery of customized training throughout Ohio.

. Increase Productivity and Reduce Costs.

* Hold administrative costs down by negotiating cost-to-inflation benchmarks for each campus. In

addition, campuses should adopt a continuous quality improvement approach to administration;
implement energy conservation plans; develop collaborative programs in areas such as health care
insurance and purchasing; and privatize campus operations where appropriate,

* Ensure that faculty time is allocated in the most productive manner by developing an institutional

facultyworldoad and performance evaluation policy. The policy should ensure that both assigned
teaching and the evaluation and reward system are consistent with institutional mission. Contracts
for both faculty and administrators should be performance-based.

Y
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» Take specific steps to eliminate duplicative reporting requirements at both the State and federal

leve's.

 Streamline and reform State policies for personnel systems, for the use of architectural and

manageruent services in facilities construction, and in the use of auditing and legal services.

4. Ensure Accountability.

Require that appropriate accountability mechanisms are in place at the campus and State levels.
Each college and university should inform the Board of Regents how the following will be
measured: the qualivy of dassroom teaching; quality of services in student support areas; student
achievement; faculty workload, and evaluation of faculty performance.

e Identify separately all student charges for intercollegiate athletics and idenitify explicitly all revenues

and expenditures for intercollegiate athletics in the institution’s annual budget report.

5. Strengthen Leadership and Management Effectiveness.

Convene leadership conferences to broaden the participation of colleges and universities in
systemwide planning and coordination; work with colleges and universities to develop suitable
measures of institutional effectiveness in support of campus and system goals and objectives;
communicate results of these assessments to all campuses and to the public; identify with darity
the responsibilities and expectations of college and university trustees. Boards of Trustees should
annually evaluate their own effectiveness.

G Secure Resources to Make Higher Education Affordable.

Assure that State monies are directed to higher education system priorities in both the operating
and capital budgets for the years ahead.

Develop, with the Office of Budget and Management, formal rules conceming the type of
“community projects” that are eligible to be funded by high:e~ education bonds.

Provide incentives, or at least remove disincentives, in state funding policies to encourage
consolidation, merger, elimination, transfer or other reduction of unnecessarily duplicative or
otherwise low priority academic programs.

Work to ensure that state funding provides incentives for quality enhancement.




II1. Strengthen the higher education system leadership role of the Ohio Board of Regents while
retaining college and university responsibility for campus policies and operations.

An affordable system design will require that the Ohio Board of Regents become responsible for: setting
statewide goals and objectives for higher education; guiding the development of institutional missions to
ensure the most effective deployment of resources; eliminating unnecessary program duplication; establish-
ing statewide funding prioritics; providinga framework for the debate of higher education policyissues;and
assuring that students are receiving the highest quality services possible. Wetherefore recommend that the
Ohio General Assembly authorize the Board of Regents to carry out the responsibilities which are not
currently part of the Board’s charter, and to coordinate the delivery of all adult postsecondary programs.

Responsibility for providing leadership in restructuring the system of higher education lies first with the
OhioBoard of Regentsand the collegeand university leaders, but thisaloneisnotenough. Thestate'selected
officials need to address where higher education fits among other budget priorities. If Ohio's goal is to
produce more educated citizens, then the state of Ohio needs to support additional funding for growing
numbers of students on at least an equal footing with additional funding for prisons and for Medicaid.
Otherwise restructuring the system of higher education will expend agreat deal of energy without revessing
the decline in Ohio's ability to compete in a global economy.

We have examined the evidence and offer our reccommendations to the Ohio Board of Regents for their
consideration. Our recommendationsare not short-term in nature. They will require careful consideration
by Ohio’s government leaders, the higher education community, and industry, labor and community
leaders across Ohio. We urge that this process move deliberately and thar implementation of the
recommendations begin yet this year.




1. THE CHALLENGE:

RESHAPING THE FUTURE OF OH10's HIGHER
EDUCATION SysTEM!

& i i

s the society becornes more complex, the amount of education and knowledge needed
to make aproductive contribution to the economy becomesgreater. A centuryago, a bigh
school education was thought to be superfluous for factory workers and a college degree
was the mark of an academic or a lawyer. Between now and the year 2000, for the first
time in history, a magority of all new jobs will require postsecondary education.”

William B. Johnston
Workforce 2000, 1987.

s ]

The Problem: increasing Demand vs. Decreasing Resources

Higher education is the centerpiece of the knowledge society, yet without adequate resources its
strengths will erode. The economic and social imperatives for higher education are clear:

4+ Economtic growth and stability in a state is affected by the correlation between:

Educationand income~Thehigher the education level ofastates population, the higher the per capita.
income level and ability to contribute to stase resources.

Education and technology adaptation ~ The higher the education level of a state’s population, the
higher the level of productivity in its industries.

Education and innovation — The higher the education level of a state’s population, the more likely it
is that new products and new businesses will be developed.

Education and economic development — The higher the education level of a states potential workers,
the more likely businesses will locate in the state.

"The Task Force only reviewed and this report only addresses Ohio’s public colleges and universities,

U
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Education and the quality of one’s life — The higher the education level of a state's population, the
greater are the opportunities to participate and provide leadership to the cultural, social, and spiritual
development of communities throughout the state.
4+ Educated workersare needed to support the aging population. Asthebaby-boomersnear retirement,
the strain on public services such as Medicaid and Medicare will escalate. Only three working adults
will support one elderly person, compared to the 17:1 ratio that existed 15 years ago.
Increased demands are being made on colleges and universities today.

4 Increasing racial and ethnic diversity requires colleges and universities to step up their outreach to
populations historically underserved.

Communities depend on higher education research and innovation to solve problems.
Global competition requires graduates who have been taught to thirk, write and solve problems.

Individuals changing careers must have opportunities for lifelong learning,

+ + + <+

Preservation of democratic principles requires a high literacy rare and a rich, culrcally sensitive learning
experience for all.

4

Dedines in disposable family income require more scholarship funds for students.

4+ Demands for accountability challenge educators to demonstrate the results of the teaching/learning
process.

Yet as society places more demands on colleges and universities, providing resources to higher education
has become a lower priority on many state agendas. Funds to support public colleges and universities are
decreasing and threatening quality.

4+ The instability and uncertainty of state higher education revenues make sound planning, effective
managenient, and long-term investments in quality difficult.

+ Administrative and support services are the first to be pared away as budgets shrink. Increasing federal

and state reporting and compliance requirements sap the remaining resources and detract from the
funds needed for effective campus leadership.

4 Severe budge: reductions cut into the heart of the enterprise ~ teaching and learning. Programs are
dismantled, library resources diminished, course selections trimmed, facilities and laboratory equip-
ment outmoded, and faculty and staff terminared.
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Word travels fast. Good faculty and staff move on to “greener pastures™ and new ones are difficult to

recruit to campuses with inadequate resources.

The national and international reputations of individual programs and entire institutions become
tarnished if they cannot sustain the quality upon which their reputation is based.

These phenomena wall place Ohio higher education in great peril if we do not seize the opportunity to reshape
its destiny.

The Pattems Are Clear

Ohio has not invested as heavily in higher education as other states. In the past higher education seemed
unnecessary to many. Generations of Ohioans raised families on incomes earned from farming, mining and
marnufacturing, This is no longer possible. Without an appropriat= iivestment in higher education, the state’s
future will be dim. The patterns are dear:

4

4

4

Relatively few adults havegone to college compared to other states. Now that the economy has shifted,
the state needs more college educated workers, and growing enrollments reflect this trend.

Ohio is in long term economic dedine, and is not positioned well to compete in today’s knowledge-
based economy. This places continuing pressure on the state budget, making it difficult to generate a
real increase in support for higher educatios.

The cost of higher education has been rising and state suppoit has not been sufficient to fully fund
enrollment growth. The slack has been picked up only partially through student fees.

Resistance to higher tuition is growing,

Thestate’s finances are being eaten up by federally mandated entitlement programs (e.g., Medicaid and
otherhumanservices programs) and statelegislated protections (e.g., prisons) ratherthan bcmgmvcstcd
in preventive programs such as higher education.

Highereducation hasbecome alower priorityin state fundingat a timewhen itis perceived by corporate
leaders as a necessity for rebuilding the economy of this stat- and nation.

The economic and political realities require that we search for ways to provide more effective service with
the resources currenty available. Thus, we attempted to find ways to sustain and improve quality in an
environment of limited resources. Our recommendations were based on the following condlusions:

4

Higher education is no longer a luxury — it is now a necessity for preparing people for good jobs and
raising income levels. It is essential for stimulating research and development key to the economic

vitality of Ohio. Its socictal value is more important today than ever before.

Pouwet




4+ Ingeneral, Ohio’s colleges and universities have been very effidently managed given all they have tried
to accomplish within the resources acquired from the state and student fecs.

4 The resource problem for higher education is not just a short-term issue that colleges and universities
can “ride out.” We found compellirg evidence that having adequate resources for higher education is
a long-term problem.

4+ Even as colleges and universities try to keep their fees as low as possible, the cost bomne by students is
likely to remain high. ’

4 Asaresult of decreasing federal and state resources for higher education, middle income students are
being squeezed out of college because their families cannot afford the added cost. Federal and state
financial aid programs combined are not enough to pay the tuition fees for those in greatest need.

4 Ohio cannot support all current higher education programs and services with reduced resources.
4 The goals of access, quality and efficiency are perceived by many to be competing with one another.

4+ Qualityis the centerpicce of cost-containment strategies. In thesearch for improved cost-effectiveness
quality must not be diluted.

4 The most pertinent issue for us from a state-level perspective was the effective use of resources.

Costs perstudent in Ohio are lower, and in some specific cases considerably lower, than costs in comparable
collegesand universitiesin other states. This reflects solid managementat the institutional level and the wisdom
of state policies that have provided incentives for good management. The campuses shared many of their cost-
containment strategies with us, which are summarized on page 5, and presented more fully in Appendix F and
in the campus report summaries included in Appendix J. It was apparent from the campus reports that it will
be difficult to reduce spending further and maintain quality; the obvious cuts were made long ago.

We concluded from our own examination of available evidence and information provided in the college
and university management reports that the longer-term strategy for building a robust higher education system
in Ohio requires revisiting its structure and the delivery of its setvices. As one of our members put it, “the real
problem we are dealing with here is that in terms of values and structure, we have 2 1960's design that hasn’t
caught up to the economic realities of the 1990's. The real challenge for us is to improve the design.”

The overall mission of the higher education system must be charted in a way that links the colleges and
universities together to effectively achieve these goals which we believe are essential to Ohio’s higher education
future:

4 Student Focus: State assisted colleges and universities should be expected to focus primarily on the
educational needs of students, local communitiesand the citizens of Ohio within the context of aglobal







4 Student Access and Achievement: Each college and university should commit its resources to assure

cach student will achieve his/her educational goals. The emphasis should be on student retention and
completion of programs.

Affordability: The cost of higher education borne by students should not be 2 major deterrent to
attending college; adequate financial aid should be available for students most in need, whether they
artend college on a full-time or part-time basis.

Quality: Colleges and universities should be expected to achieve high standards of quality in services
for students and communities. A process which will help a college or university achieve quality is one
which has the following characteristics:

*  leadership vision that charts a course for the college or university into the future;

*  clearly defined, appropriate mission that reflects the educational needs of those it is to serve;

long-range and strategic plans for effective operation of the institution, including goals and
measurable objectives;

mechanisms for determining institutional effectiveness, including program and student learning
assessments;

vays to continually improve quality and productivity.

Diversity: Colleges and univessities should fostera campus dimate that encourages cultural, racial and
cthnic divensity in its mix of students, faculty and staff and should indude multi-cultural perspsctives
in the teaching/learning process.

Collaboration: Collegesand universities should work withoneanc therand/orwith other organizations
(e.g-, schools; industry; labor) to deliver quality services to students and communities, and to contain
costs.

Accountability: Each college and university should be able to demonstrate to the Board of Regents
efficiency and effectiveness in the delivery of higher education services to students, communities and
the State. The Board of Regents must demonstrate system-wide results to Ohio’s citizens.

Autonomy: TheOhio Board of Regents should continue toserve asthestate planning and coordinating
agency for higher education, setting system-wide policy in 2 manner that serves the best interests of the
citizens of Ohio. Colleges and universities should contiiite to be separately governed by boards of
trustees that will set policies and make operating decisions consistent with the aims and goals set forth
by the Ohio Board of Regents.




The Structure Must be Redesigned

Prior to 1960 there were only six state universities. Ohioans demanded greateraccess to college for first the
Baby Boom and then the Adult Eche. This expansion reflected the commitment of then Governor James A.
Rhodes to place a college within a 30 minute commuting distance of every Ohioan. It reflected the population
pattems indluding increasing urbanization and responded directly to the growing need for college educared
adults in Ohio. In response the Board of Regents and the Ohio General Assembly created 57 additional
campuses over the next two decades. The result was a patchwork quilt of colleges and universities, each with
itsown unique programsand strengths. The campuseshave never been required to follow systematicstate higher
education goals. Without moving the campuses into a system-wide response to the needs of the state and its
people, we believe that students will not be effectively served in Ohio.

Service to studentswas our main guiding principle in discussionsleading to the redesign of higher education
in Ohio. We envisioned an effective higher education syszem designed to:

1.

2.

5.
6.

Meet the diverse needs of students and optimize their achievement,
Assure excellence in academic programming,

Increase productivity and reduce costs,

Ensure accountability,

Strengthen ‘eadership and management effectiveness, and

Secure resources to make higher education affordable.

Meet the Diverse Needs of Students and Optimize Their Achievement

Thehighereducationstructure mustbe redesigned to ensure enroliment and achievement of morestidents.
State resources need to be deployed in the most effective way to achieve student success. This will require:

4

4

Wortking with schools to ensure basic academic preparation of students entering college,

Developing a comprehensive system of open access community colleges serving as feeders to the
university system,

Placing major but not exclusive responsibility for developmental and remedial education in the
community colleges,

Providing selected baccalaureate and graduate degree opportunities to placebound students,

-
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4 Ensuring that campuses meet the academic, financial, logistical, culrural, and psychological needs of
all students,

4 Placing the responsibility for student retention and completion with faculty,

4 Making it possible for students to transfer from one state higher education institution to another
without loss of credits, and

4+ Requiring each institution to make education accessible and customer oriented.

Assure Excellence in Academic Programming
The higher education structure redesign must focus on academic excellence. This will require:
4 Reviewing and refocusing institutional missions to fit into a statewide system,

4 Evaluating programs for quality, centrality to refocused missions, and avoidance of unnecessary
duplication,

+ Eliminating programs thatare of low quality, not central to the institutional mission orduplicate other
programs,

4 Measuring and reporting institutional effectivencss to the Board of Regents, and
4 Developing innovative ways to improve the teaching/learning process.
Increase Productivity and Reduce Costs

The higher education structure redesign should resultin  quality product for an affordable price. This will
require:

4 Increasing administrative and instructional productivity,
4+ Improving or climinating a variety of state processes that have driven up higher education costs, and

4 Evaluating institutional effectiveness based on dear institutional missions.

Intheredesign, qualityand productivity should be demonstrated with appropriate accountability measures.
College and university trustees and presidents are responsit : for accountability to their students and
communities. Accountability to thecitizens of Ohio for the stare higher education system is the role of the Board
of Regents and chancellor. These need to be defined for the classroom as well as the service areas.

DS
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The redesign of the higher education structure should assure that those individuals charged with the
responsibility and accountability for the colleges and universities have the authority and expertise to carry out
their charges. This will require dearly defined leadership roles and responsibilities, strong board appointments,
forthright state and irstitutional leaders, and governance policies and practices that allow leadership teams o
implement the recommendations indluded in this report.

Strengthen Leadership and Management Effectiveness

Secure Resources to Make Higher Fducation Affordable

The structure redesigz must focus on new income sources for college and university operations that are
needed to keep student costs down. Equally important, though, is the need to find ways to help students and
their families pay for college. This will require redesign of financial aid programs and finding new partners
willing to commit needed resources.

To accomplish this redesign, we conduded that more effective planning and coordination at the state level
is needed to create a higher education syszem. Campus autonomy should be preserved to the highest degree
possible, especially at the campus operational level. The role of presidents and trustees is vital. But the Board
of Regents must play a strong role in designing a more effective higher education system.

An affordable system design will require that the Board of Regents become responsible for:

4 Setting statewide goals and objectives for higher education,

4 Guiding the development of institutional missions to ensure the most effective deployment of
Tesources,

Eliminating unnecessary duplication,
Establishing statewide funding priorities,

Providing a framework for the debate of higher education policy issues, and

+ + + 4+

Assuring that students are receiving the highest quality services possible.

The Board of Regents currenty does not have the authority in state statute necessary to carry out these
responsibilities. Thus, we recommend expansion of the Board's responsibilities, and call upon the Board te
exercise its new authority in close consultation with the colleges and universities that make up the higher
education system in Ohio.
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On1o HiGHER EDUCATION PROFILE, VALUES AND UNIQUE FEATURES

II. THE OVERVIEW:

s

“Hail the university. Have no doubt, our universities and colleges are our number one
relative competitivestrength. Thatsright, numberone. . . almost no one disagrees about
Americds s esome higher education advantage....”

The knowledge society is bere — from the practice of law to the design of semiconductors.
Weve never been so dependent wpon our universities to be flag bearers for our economy
.« . Our university system merits ringing applayse — and continued vigorous support.”

Tom Peters

A Passion for Excellence, 1985.

aH &

Profile

Higher education in Ohio has developed in response to the needs of the people ~ where ever and who ever
they are, whether in large urban centers or small towns in Ohio’s 29 Appalachian counties. State officials and
college and university leaders have launched numerous costly strategies over the years — urban universities,
geographical access, technical education to assure that its citizens leam more, earn more, and live a better life.
These were wise investments for the state and they are producing well-educated citizens. As a result, however,
many of today’s costs and pressures are embedded in the system and must be addressed by the Governor,
Legislature and higher education leaders working together.

Size and Scope

Since the founding of Ohio University in 1804, a higher education structure has evolved in Ohio that
indudes 63 public campuses, 48 independent non-profit liberal arts colleges and universities, and more than
70specialized independent non-profitcolleges (artand musicacademies, seminaries, nursing schools). Included
in the public sector are 13 universities, 2 free-standing medical schools, 10 community colleges, 13 technical
colleges, and 25 university branch campuses. See Appendix A for the location of each campus.




Public colleges and universities vary in size and scope of programming from a small campus such as Rio
Grande Community College with 1,421 students and 13 associate degree programs to The Ohio State
University with over 53,900 students, more than 250 degree programs at the azsociate, baccalaureate, graduate,
and profssional levels, and a comprehensive research agenda.

Collectively, Ohio’s public colleges and universities enroll more than 443,000 (headcount) students in
credit programs. Ohio’s independent institutions enroll more than 100,000. The Board of Regents does not
collect data on student retention or graduation rates, but national data indicate approximately 81,000 students
camn degrees in Ohio every year — 60,000 frern public institutions and 21,000 from independent non-profit
institutions. Of the degrees granted, more than half are at the baccalaureate level; one-fourth are at the associate
level. See Tables 1 and 2 in Appendix B for enrollment patterns and degrees awarded.

The physical plant of Ohio’s public institutions alone includes over 1,800 buildings and 81 million gross
square feet of space. Over 21,300 full-time equivalent faculty are employed by Ohio’s public colieges and
universities; more than 48,000 full-time equivalent administrative and support staff are employed.

Total expenditures for all public institutions are approximately $3.8 billion per year; the State of Ohio
provides less than half the revenue needed to meet higher education expenditures each year.

Student Profile

Overall, the student profile has changed over thelast decade from a traditional-aged (18-21) male, full-time,
day studenttoatypical studenttoday who is female, older (23+), with work and/or family responsibilities. More
students attend school part-time, in the evening or on weekends than adecade ago. Full-time, traditional-aged
students from across the state and outside Ohio are most often found in the residential universities. Students
attending non-residential universities and two-year campuses are usually older, from the local community or
region, attending part-time and in the evenings. The racial and ethnic mix has not changed substantially in
Ohio’s colleges and universities over the last decade. (Sec Tables 3-7, Appendix C fora more detailed student
profile.)

Eaculty Profile

“The Board of Regents does not have retrievabledata on faculty age, gender or race/ethnicity. The propertion
of faculty in the ranks of Professor, Assodiate Professor, Assistant Professor and Instructor at Chio’s public
colleges and universities has remained steady for the last five years even though the number of faculty has
increased. There has been a decline in'the last year in the use of Graduate Teaching Assistants and Instructots
and an increase in the use of other teaching staff, i.c., adjuncts and clinical faculty. These pattems reflect an

inability to provideresources forgraduate studentstipendsand uncertainty aboutplacing new facultyintotenure
track positions.




In the two-year college sector, the number of Assistant Professors, Instructors, and part-time teaching staff
hasincreased. Sincesubstantial enrollment growth has occurred in this sector, the addition of faculty, especially
part-time fuculty, would be expected (see Table 8, Appendix C).

Slightly over half of Ohio’s public university faculty at all anks are tenured, which is less than the national
norm for public universities (59%).2

Governance Structure

The stewardship and governance of Ohio’s colleges and universities is in the hands of independent boards
of trustees made up of leaders from corporations, community organizations, and local government. Trustees
are appointed to university boards by the Governor, and to community and technical college boards by 2
combination of appointing authorities (e.g., Governor, boards of county commissioners and area school board
presidents).

The Ohio Board of Regents, as an agency of state government responsible for planning and coordination
of higher education, is charged with “considering the needs of the peole, the needs of the state, and the role
of individual public and private institutions within the state in fulfilling these needs. . . .” (Ohio Revised Code
3333.04). The nine-member Board, appointed by the Governor, has limited authority regarding the fiscal and
operational management of Ohio’s colleges and universities.

Goals

The planning responsibility of the Board of Regents has been used to establish broad direction for higher
education. A Master Plan for Higher Education has beer: developed about every five years since the Board of
Regents was established in 1963. The current Regents’ 1988 Master Plan, Toward the Year 2000, frames a
higher education agenda within four major goals:

1. Todevelopafirst-dasssystem ofhighereducation whichis recognized forits consistent, high quality
and for its responsiveness to state needs.

2. Toassure that all Ohioans are prepared for a lifetime of changing careers.

3. To provide leadership in the development of collaborative strategies for economic and social
change.

4. To seck support for a strong financial foundation for excellence in higher education.

2Obio data from the American Asociation of University Professors; U.S. data from Fuculty in Higher Education
Insitutions, 1988, U.S. Department of Education, National Center for Educational Statistics, March 1990.




The Master Plan outlines several interrelated strategies toachieve these goals. The full developmentofthose
strategies has been interrupted by the state’s fiscal crisis.

Historical Values: Access, Quality and Efficiency
Access

Perhaps the most consistent public policy issue for higher education over the decades has been access. The
State of Ohio has invested in broad student access to colleges and universities in several ways:

4 Building colleges and universitics within commuting distance of virtually all Ohioans.

4 Providing Ohio high school graduates with open admission to the state’s colleges and universities.

4+ Granting funds (Ohio Instructional Grants) to aid those students who qualify on the basis of need.

+ Awarding academic scholarships to two graduating seniors from each high school in the state to attend
an Ohio college c. university of his or her choice.

4+ Miaking it possible for students to choose independent colleges as well as public colleges through the
wition differentils provided in the Ohio Instructional and Student Choice Grant programs.

+ Allowingstudents to begin college carly by taking college coursework in their senicr year of high school
through the Postsecondary Enroliment Options Program.

4+ Esublishing college savings programs through the Ohio Tuition Trust Authority and student loan
guarantees through the Ohio Student Loan Commission.

State-level efforts to improve access. Inaddition to thesestate programs, the Board of Regents has developed
strategies to help students, particularly those students previously underrepresented in higher education, move
more effectively through the levels of education, from kindergarten through graduate school.

College and universizy efforts to improve access. For many years, colleges and universities have used avaricty
of strategies to reach ot to prospective students, draw them into the college, and help them reach their
educational goals. Although theemphasis historically has been on recruitment, attention hasbeen turning more
recently to student retention and completion. This was clearly a pattern presented in the institutional reports,
and connects the access of students more closely to issucs of quality.

Appendix D provides 2dditional details on state-level and college and univessity access programs.

Ny

~




- There are about as many ways to define and measure quality as there are colleges and universities in Ohio.
Onsomecampuses, quality is defined as “meeting and exceeding the needsof customers;™ on others the concept
is not as crisply stated.

State-level efforts to improve quality. The Ohio Board of Regents approves all new degrees and degree
programs based on minimum quality standards. But there has not been 2 mechanism for the Board to assess
the quality of programs already in place.

In theabsence of program review authority, the Board, in 1983, launched its Selective Excellence Program,
a five-part package to stimulate quality improvement on college and university campuses. The Selective
Excellence Program represented the Board’s first attempt to zargezfundstoaspecificstatewidegoal tobeachieved
in higher education.? One outgrowth of these programs was the identification of a2 number of characteristics
of excellent undergraduate programs through a project funded by the federal Fund for the Improvement of
Postsecondary Education (1987-89).

Complementary programs such as the Ohio Supercomputer Center, Ohio Aerospace Institute, and the
Edison Technology Centers have stimulated both basic and applied research in Ohio, raising the prospects for
economic revitalization. Ohio’s investment over several years in instructional and laboratory equipment,
arternpting to keep pace with changes in technology, has also contributed to qualitative gains within the state’s
colleges and universities.

The Board of Regents also convened an Issues Forum involving faculty and administrative leaders within
the two-year college sector, as well as external participants, in the review of major issues central to the
development of an excellent two-year college system. Ten issue papers were developed and widely dispersed for
internal use in the colleges, leading to many qualitative improvements.

Finally, the Board of Regents recently co-sponsored a conference on the application to higher education of
Total Quality Management principles. These principles offer new strategies for optimizing higher education
quality. : ‘

College and university efforts to improve quality. The Selective Excellence programs have had considerable
impact on those academic programs which received the targeted funds and competitive awards. Quality
teaching, demonstrated student learning gains, increased external funding for research, and stronger outreach
to business and industry are just some of the results.

A comprehensive evaluation of the Selective Excellence Program is currently being conducted, with results expected
in October 1992. Only two of the five programs still exist, Research Challenge and Productivity Improvement
Challenge, and mast of the appropriated funds for these two programs have now disappeared as a result of budges cuts
Jor fiscal year 1993.




All campuses measure and reward quality — some use more traditional means; others have comprehensive
and innovative approaches in operation. Quality has traditionally been determined by accreditation reviews;
competitive awards and grants received; numbers of students, amount of space, faculty credentials and
reputation, and size of resource pool; and externally validated reputation of programs and colleges. More
recently, colleges and universities have incorporated faculty productivity and student achievement measures in
their determination of institutional effectiveness, in partasa response toa North Central Association of Colleges
and Schools (regional accrediting body) mandate. Theassessment process will makeit possible for collegesand
universities to demonstrate effeciiveness of the teachingand learning process and will contribute to the continual
improvement of learning experiences for students.

See Appendix E for a description of these state-level and college and university efforts to improve quality.

In 1965, the State of Ohio did two things to establish a foundation for efficiency: created a single
instructional subsidy, and allowed colleges to maintain their own treasuries. Appropriating state funds for
colleges and universities through a single instructional subsidy, rather than through a series of separate
appropriations for different objects of expenditure, such as payroll, maintenance, and equipment, has provided
campus managers with at least two incentives to keep unit costs below the statewide average:

*

Savingsin onespending category, suchas reduced utility costs, can bereallocated to adifferentone, such
as adding faculty.

Savings occur whenever institutional costs are below the statewide average cost experience for the
programs offered by the institution.

Allowing colleges and universities to maintain their own treasuries has meant that:

* The institutions were exempted from many of the burcaucratic controls imposed on state agency

spending.
*  Appropriations unspent at year end could be retained by the institution for use in later years.

In sddition to this important foundation, several state-wide management improvement efforts have been
launched over the years, with resulting guidelines that have led to improvements in institutional planning,
progzam budgeting, personnel management, computer services, scheduling and regjstration, program develop-
ment and review, cost containment, and management development.!

The Obio Board of Regenss published a series of management reports in 1974 and in 197).




State-level efforts to increase efficiency. Several other state-level cost-containment initiatives are in place,
induding efforts to improve the quality of students attending college. There have been more recent efforts to

link colleges and univessities through technology and collaboration to avoid unnecessary duplication of
resources.

College and university efforts to increase efficiency. The college and university task forces identified many
cost-containment efforts that have been made on the campuses in energy management, administrative
reorganization, streamlining processes, and bulk purchasing,

Appendix F indudes a description of state-level and college and university efforts to increase efficiency.
Unique Features

Several features unique to Ohio shape the cost of higher education and the ability of institutions and the
state to resolve some of the issues put before the Managing for the Future Task Force.

4 Openadmissions. Unlike most other states, Ohio does not have a stratified higher education system
with state universities, state colleges, and community colleges, each with different admission criteria.
Instead, Ohio hasan “openadmissions” law which hasbeen generally interpreted to mean thatany Ohio
high school graduate may be admitted to the public coliege or university of his/her choice.

4+ Large number of colleges and universities. Where some states are currently adding campuses

- to meet student needs, Ohio has in place more than 100 public and independent colleges anid

universities tc serve students. The public cz:npuses are lscated geographically in urban centers
and in rural communities across Ohio.

4+ An empbhasis on technical education. Rather than developing a system of community colleges with
a mix of technical and transfer education, as was done in most other states, Ohio invested major
resources in technical colleges with programs designed to prepare students directly for the world of
work. Technical education programs are more expensive than the transfer programs.

4+ An expensive structure. Ohio’s students compared to students in other states are more likely to be
enrolled in a comprehensive university or in a technical program, and much less likely to be enrolled
in a baccalaureate transfer progran: at a local community college. Since Ohio students are enrolled in
more expensive programs. or more expensive settings, one would expect the cost per student to be
considerably above the national average as well. But per-student costs are at the national average overall
(see Figure 14, page 34) and look favorable in peer group comparisons primarily because campus leaders
have managed their resources efficiently.

4+ State support through a single instructional subsidy. Ohio was one of the first states to develop a
formula-based operating subsidy for higher ‘education, which has provided college and university
managers with incentives to keep unit costs below the statewide average.
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4 Dacentralization of financial administration. Unlike many other states, Ohio’s colleges and
universities are by law permitted to maintain their own treasuries, resulting in less bureaucratic red tape
at the state level, and an ability to save funds and retain those dollars in reserves.

4 Record enrollment increases. While other states have been experiencing enrollment dedines that
mirror those in the high school aged population, Ohio’s public higher education enrollment has
increased by 55,000 students in the last five years —at a rate of 2-3% a year. This pattern is expected
to continue because of the large number of adults attending the two-year colleges, the institutions with
the largest enrollment growth.

4 High tuition and fees. Because student tuition is the largest source of funding beside state suppor, the
student’s share of the cost of higher education grows in direct proportion to the decreases in state
funding. State support per student is low. Student tuition is high. The result: Ohio has among the
highest public college and university student fees in the nation.

The unique characteristics of higher education in Ohio pose added challenges to finding state-level policies
that can be applied equitably or uniformly across all public colleges and universities. Each institution can
demonstrate excellent examples of access, quality and efficiency. In terms of student outcomes, however,
program effectiveness is neither uniform across departments within each college and university, nor consistent
across the state. Every attempt must be made to ensure students receive quality, affordable services, wherever
in the state they attend college.




III. THE FACTS?

HiGHER EDUCATION REVENUE AND
EXPENDITURE PATTERNS

& & &

T hope that over the next few years, as institutions look at their financial
capabilities and at their continuing commitments, more institutions will decide
not to do a little less of everything, but to do more of some things that they're now
doing and perbaps more of others, or as much of others as they're now doing.”

Robert M. Rosenzweig, President
Association of American Universities, 1992.

Ohio’s Economic, Social and Political Environment

Economic trends, the political climate, and the value of education to past generations have been important
to t.ie shaping of higher education in Ohio. Today, they are creating downward spirals where limited
educational opportunities lead to lower income which leads to fewer tax dollars which limit educational
opportunities even further.

+ High Income, Low Tax, Low Service Beginning. Historically, Ohio has been a high income,
lowtax, lowservicestate. Duringthe 1950s, Ohio’s economywas based on heavy industry paying
relatively high wages and facing little international competition.

3The facts included here are aggregated to the state level; individual college and university fucts may differ.




Figure 1: Ratio of Ohio to U.S. Per Capita Personal Income

AR
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Source: Survey of Current Business, 1990

Ohio per capita income was 8% above the national average in 1950 and more than 5% below
the national average in 1990 (Figure 1).

State and local taxes were the lowest in the country as a share of personal income as late as 1978
(Figure 2). Even as late as 1988, Ohio ranked 34th in the nation in state and local taxes as a
percentage of personal income.

Higher education was perceived as a luxury, unconnected to economic needs, and the state’s
investment in higher education has been historically low .
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Figure 3: Higher Education Appropriations Per Student - Ohio Compared fo
National Average, 1978 to 1991. '
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Figure 4: Mean Monthly Eamings for Adults 18 & Over, by Degree

Level; Spring 1987
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%JNC::z\?haf‘s It Worth? Educdtional Background and Economic Status: Spiing 1987, Curent Population Reports, Series P-

During the 1980s an individual with four or more years of college (baccalaureate or graduate degree)
could expect a higher income level. Even those with only a few years of college were able to avoid the
drastic drop in income levels experienced by persons with only a high school education (Figure 4).
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Figure 5: Relationship of Education to Per Capita Inconie
in Selected States 1988 e oma, 1068,
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Source: U.S. Dept. of Cormvmerce, Bureau of the Consus & Current Population Survey. Analysis by: The Ctr. for Regional Economic Issues,
Weatherhead School of Management, Case Wester Reserve University.

I % of Manufacturing Workers with Some College Education % of All Workars with Some Coliege Education

Midwest states with a higher percentage of workers with some college education also had higher per
capita incomes (Figure 5).

Given the low education levels of Ohio adults, per capita income has dropped precipitously relative to
the national average. This drop in per capita income reflects a population more dependent on
government for support and a society with alower tax capacity, relative to that of other states. Tax rate
increases have been required to compensate for these problems. Ohio is nowa state with nearly average,
rather than much below average, tax effort.
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Figure 6: Ohio’s Income Gap = Ohio's Education Gap
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4+ Low Education Levels = Low Income Levels in the New Economy. There continues to be 2 gap
between Ohio’saverage education level and the national average. Overtime, Ohio’s income levelsand
educational levels have declined in almost paralle! proportions relative to the national average (Figure
6).

In 1989 Ohio ranked 37th in the nation in the number of adults with four years of college, even though
the state is above average in number of high school graduates (Figure 7).
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Figure 7
Percent Completing Four or More Yaars of College
by State, March 1989
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Aslongas the economy rewards educated workers, Ohio’s income will continue to slide relative to that
of other states. This vicious cycle will produce additional pressure on tax rates to maintain the current,
modest levels of service, making real increases in public investment in education more difficult to

achieve.
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4+ Low State Investment in Higher Education Slows Economic Growth. Low levels of investment in

higher education have also produced unusually low levels of research activity. This means that Ohio’s
economy is likely to remain a traditional one, taking relatively litde advantage of newly created
knowledge, and that those Ohioans who do achieve high levels of education will be more indined to
migrate to other states with industries thar are more advanced. The loss of educated workers makes it
more likely that our industries will remain traditional.

College is a Necessity, Not a Luxury. As Chio’s traditional jobs in heavy industry, mining, and
agriculture havebecomeless reliable sources of income, college enrollments have begun to increase even
though the population of traditional aged students has fallen. Higher education is increasingly
perceived as a necessity, especially for adults currendy ix: the workforce who are finding it more difficult

to sustain adequate employment. Itis those adults, often with rusty or undeveloped academic abilities,
* who are pushing Ohio’s college enrollments up. Serving these students is often more costly than the
student just out of high school who has a more current basic education in science, mathematics, and
writing,

Figure 8: Ohlo State Suppoit cf Higher Education
Orighal FY 1991 vs. Revised FY 1993
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+ HigherEducation Absorbs Disproportionate State Budget Cuts. State support (including debt

service) for higher education today stands some $144 million below what it was in July, 1990
(Figure 8). The original higher education appropriation for FY 1991 were $1,520,054,764 for




operations, $268,853,000 for debt service, and $1,788,907,764 in total. After the executive
order reductions announced on July 1, 1992, FY 1993 state appropriations for operations
amount to $1,376,490,460, plus $298,991,382 for debt service, for a total of $1,675,481,842.
Meanwhile, enrollments have been increasing steadily. During these two years, we expect
enrollments to increase by over 16,000 full-time students - more than the entire enrollment of
Wright State University near Dayton. Although higher education accounts for roughly 12.4%
of the state’s spending in any given year, it absorbed 39% of the budget cuts announced on
February 1, 1992 ($44.9 million out of the $114.6 million), and 29% of the cuts announced
December 30, 1991 ($57.2 million out of the $196 million). Even after a last-minute reprieve
trom even larger cuts, higher education’s FY 1993 reduction, announced on July 1, 1992, was
substantially larger and more disproportionate. Higher education appropriations were reduced
by $170.2 million which represented 54% of the entire state budget cut. The amount of this

eduction is nearly equal to the entire instructional subsidy allocated to all community and
cechnical colleges in FY 1992.

Sluggish Economy Pushes Tuition Rates Up. The sluggish growth in the state’s economy,
combined with the increases in enrollments, has resulted in significant reductions in inflation-
adjusted state support per student for the past several years (Figure 9).

Figure 9: Ohlo Higher Education Fiscal History (in 1992 dollars)
Insfructional Subsidy and Student Fees
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When state support fell in the early 1980s, tuition was permitted to rise to make up theloss. Now,
uncontrolled increases in tuition are less acceptable, because higher education is no longer a
luxury. As a result, with both major sources of revenue constrained, Ohio colleges and
universities are under pressure to reduce already low levels of spending per student to
accommodate enrollment growth.

Revenue and Expenditure Paltemns in Higher Education

Ohio’s colleges and universities are caught in a bind: the number of students is going up and the amount
of stateand federal support is going down. To complicate the equation, competition from other states and from
private industry is driving up personnel costs, state and federal mandates are raising administrative costs, and
the changing nature of the student body is increasing instructional costs. So far, this equation has been balanced
by highertuition and cost-cutting strategies. Cost-cuttingapproachesneed to continue even as higher education
leadersseekto increase fundinglevels forhighereducation. Mostimportantly, however, highereducationleaders
and state officials must look beyond the present model for answers.

A number of state and national reports reveal the following trends during the 1980s:
1. Revenues became diversified.

Public higher education has been funded traditionally by federal, state and local governments and the
students and/or their parents. Declining federal and state resources in the early 19805 sent public college
and university leaders from across the country scouting for other sources of funds.

Adjusting for Ohio’s mix of institutions, total revenue per student was 2% below the national average. Ohio
showed below average revenues from state 2r.d local sources; federal grants and contracts; and private gifts,
grants and contracts. Tuition and fees 25 a source of revenues were 57% above average (Figure 10).

When examining revenue streams by type of institution, the variance from national norms becomes more
dramatic. (See Table 9, Appendix G).

Federal funding. Federal dollars have funded primarily student financial aid, assistance for developing
institutions, and research. Federal budgetsupportto postsecondary education hasbeendecliningsince 1975
in all areas except research. Those institutions with large enrollments of low-income students have been

hard hit by the loss in federal student financial aid funding.

Research spending ai che federal level increased each year until 1989 and has been holding steady since that
time (Figure 11). Ohio’s share of those dollars is just beginning to increase after a history of a very low share
(Table 10, Appendix G).




Figure 10: Ohlo Revenues By Selected Sources Compared fo the National Average, 1988-89
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Figure 11: Federal Education Support, Fiscal Years 1965 to 1991 (n milllions of dollars)
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This leaves the primary sources of funding for higher education in the hands of the state and the consumers
(students/parents). Thestate’s contribution has been low historically; the consumer’s contribution hasbeen
high consistendy.

e

State funding, State funding for the operation of public colleges and universities flows primarily in three
ways: instructional subsidy (general base of support); supplemental line items (e.g., dinical subsidies; special
programs); and incentive funding (¢.g., Selective Excellence). Funding for the construction of newbuildings
and major renovations is provided through a separate capital budget appropriation. Approximately 70%
of the highereducation operating budget (approximately $3.5 billion/biennium) isdistributed through the
subsidy formula, about 3% (1% this biennium) of this amount has been provided through incentive
funding based on specific performance criteria, about 16% is used to service the bonded debt incurred on
capital projects, and the remaining 10-12% is allocated through supplemental line items, most of it for
student financial aid.

Dependence on state resources varies by sectorand by institution, but the State of Ohio provides less than
half of the instructional and general reventie that supports public colleges and universities. (See Tables 11
and 12, Appendix G, for details.)

Total state support (excluding debt service) per student has eroded over the past five years. Per-student
support, adjusted for inflation as reflected in the Consumer Price Index, has already dropped from $5,144
per student in fiscal year 1988 to $3,965 per student in fiscal year 1993 (Figure 12). This translates into
a loss of nearly 23% in the inflation-adjusted state support per student since FY 1988.

Local funding. State and local taxes in most states have covered about two-thirds of the cost of attending
a public university, community or technical college, with the remaining one-third provided by students/
parents. Ohio universities receive very little local support, and only five community colleges and one
technical college receive funding from local taxes.

Student tuition and fees. Nationally, tuition and fees increased at a rate between two and three times the
rate of inflation during the decade of the 1980s. In Ohio, student fees rose by 61% in public universities
and 48.6% in public two-year colleges over the past decade (Figure 13). Ohio has the fourth highest public
two-year college fees and seventh highest public university fees in the nation.
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Figure 12: Ohio $/FTE Student, Inflation-Adjusted (in 1992 dollars)

Tolkal Siale Suppon
$5500 D it S T v — .
a a a s
H . : :
H H H H
L] L) L) L)
' ' ;
: : H
$5000 «fe-- e Lt SUTELERERLLY

. . 1
. . .
H H i H
. L] . .
E : . H
2 H H :
2 H : : '
z e a a
. $uu (I, : cooma
g S0 gmemmemommeey ¢ i ‘
2 : ' H
a : H H
s H H H :
[ 9 . . .
- : : :
. . .
' : :
H ' H .
. . . .
L] L] ]
. L) .
. . .
: : :
. . .
. . .
. . .
: H :
$3.500 } } ] i
FV 1588 FY 1089 £Y 1950 Y1991 FY 1992 FY1993
Figure 13: Ohlo's Tultion Increase by Sector
Historical Instructional & General Fees Adjusted for CP infiation (in 1992 dodars)
02 e > ] $2.807
1991 ey 52,646
1900 B R ' ' T $2408

1969 T $2533
1088 b ooy e vasses s aae . e $2401
1987 'M.-.MLNM. AR AT AR

-t
.

$0 $500 $1,000 $1.500 $2.000 $2.500 $3.000

1 Adjusted 2-Yr. Fees B Adjusted University Fees

ERI

-




Other funding sources. Ohio publiccolleges and universities have been driven increasingly to other sources
of funding when state resources are inadequate to fund current enrollments. These sources indude private
foundations, alumni, corporate sponsored research and student aid programs, and expansion of auxiliary
services. -

Itis of interest to note that Ohio’s medical schools had collective budgets of $1,074,000,000 in 1990. The
educational subsidies through the Ohio Board of Regents for all the medical schools in Ohio is
$145,000,000 or 13.5% of total expenditures of Ohio’s medical schools. Thus, it is clear that in health
education increasing non-state resources are being used to find the total medical schools® missions across
Ohio.

Absenthigher budgetary priority, increasing pressures on state budgets in Ohio and elsewhere make it likely
that public higher education will continue to operate within constrained resources, even as the importance
of a college education becomes more clear. Our report offers suggestions for the restructuring of higher
education to reduce the cost of providing quality education. However, it is not possible to offset very large
reductions in state support through such measures. In the long run, the price of public higher education
seems destined to increase substantially if state support continues to dwindle.

As the price of public higher education rises, fewer and fewer families will be able to pay for it from current
income. Most will find it increasingly necessary to spread the cost of higher education over many years.
Where possible, itis preferable to accomplish this through family savings before the college years. Families
should be encouraged to develop a habit of regular savings for college. They may want to consider such
programsastheadvanced purchase oftuition credits from the Ohio Tuition Trust Authority or U.S. Savings
Bonds, which are now tax free when used for college by middle income families.

To the extent that accumulated savings and current incomeare inadequate to meet college costs, borrowing
becomes a necessity. Arbitrary limits now imposed by the federal government on borrowing by middle
income families will have to be raised to reflect increasing charges to students. Federal policy seems to be
moving in this direction.

2. Costs rose above inflation.

Throughout the 1950s, higher education costs nationally grew at rates far above inflation, however
measured, and above rates of increase in personal income. Administrative staff increases and faculty
compensation were the two factors most often cited nationally as cost drivers.




Figure 14: Total Spending Per Student*
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Ohio’s recession of the early 1980s was deep and long-lasting, Colleges and universities were not funded
during those years at a rate that kept pace with inflation, so the increased levels of funding in the late 1980s
were used primarily to make up lost ground. Nevertheless, Ohio institutions have managed to hold costs
below national norms and those of peer institutions (Figure 14).

Expenditures per student. Inflation-adjusted expenditures per full-time equivalent student, across all
sectors of higher education in Ohio, have grown in all budget categories over the past ten years. The
expenditure parterns differ by type of institution, reflecting differing mission emphases (sec Tables 13 and
14, Appendix G).
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Figure 15: Ohlo Expenditures per FTE Student by Public Institution
1988-89
Compared to National Average
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Aggregate measures of higher education spending per student tend to place Ohio marginally below the
national average, even though Ohio students tend to be enrolled in more expensive settings and programs
(Figure 15). Spending per student in Ohio public institutions is above average in instructional categories
(direct instruction, academic support, libraries) and belowaverage in administrative (institutional support)
and student services categories. Ohio has chosen to direct its resources to instructional costs. Note that the
relatively low E&G (Education & General) mandatory transfers, (i.c., debtservice) reflect Ohio's practice
of financing capital improvements centrally, rather than at the institutional level.

Spending per student was well below average for doctoral institutions in most categories of spending, with
particularly low levels of spending for rescarch.  Spending per student on two-year campuses was similar

to national averages, pethaps reflecting the more heavily technical curriculum offered in Ohio (see Table
15, Appendix G).




Figure 16: Ohlo Percentage In Relation to Reglonal Average, Doctoral Granting
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Additionally, the 1988-89 data for 13 contiguous states show that total expenditures per studentin doctoral

grantinginstitutions were 26% below theaverage of the otherstates, administrative expenditures perstudent

were 33% below the average, and state support per student was 41% below the average (Table 16, Appendix
- G).

Staffing patterns. Ohio colleges and universities reported that their single largest expenditure is personndl,
representing on average about 80% of their operating budgets. The rate of growth of administrative and
support staffhas exceeded the rate of growth in faculty and students (Table 17, Appendix G). Collegeand
university task force reports cited many reasons for the increases in administrative costs, which are
summarized in the section of this report on “cost drivers”.

3. Faculty compensation was readjusted.
While inflation-adjusted compensation of faculty and administrators grew at high rates nationally and in
Ohio in the early 1980s, itgrew moreslowly than compensation of people with similarbackgroundsoutside

the academy. Faculty salary increases were needed to offset precipitous declines in the 1970s. (Today’s
faculty salaries are still below 1970s adjusted purchasing power.)
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Compared to national norms, faculty salaries for Ohio’s public colleges and universities are at the average
for professors, associateand assistant professors (Figure 17). (See Table 18, Appendix G foradditional details
by sector and rank.)

4. Tuition charges were increased.

Increases in costs were closely connected to increases in tuition to pay for those costs. Overall, tuition and
feesincreased ata rate between two and three times the rate of inflation during the decade of the 1980s. Until
four years ago, Boards of Trustees had the freedom to raise student foes as necessary to balance budgets, and
they acted responsibly in carrying out their duties. Restrictive tuition caps have since been legislared and
the Trustees' responsibilities to balance college and university budgets have been, 2 facto, removed.
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5. Cost containment strategies were developed.

The strategies most commonly used during the 1980s to control costs were: improving the use of
technology, increasing the use of part-time faculty, reorganizing the administration, cutting budgets
institution-wide, deferring maintenance, establishing cooperative programs, and eliminating academic
programs. Increased use of part-time faculty, delayed construcion, and institution-wide budget cuts were
reported to have had the greatest impact on the ability to control costs.

Colleges and universities instituted various management procedures during this time period, such as
improved/automated budget processes, strategic planning, management information systems, use of
outside corsultants, and external budget reviews. (See Appendix F for sample cost-cutting strategies used
in Ohio’s colleges and universities.)

Cost Drivers

The campus level managing for the future task forces provided us with specific causes within their
institutions and at the state level for rising costs. We also induded some cost drivers we identified from a state-
level perspective. Examples incdude:

1. Administrative Staffing

4+ Expandingservicesand mission. Each college and university has tried to meet increasing demands for
services from students, alumni, faculty, communities, and state and federal governments while federal
and state higher education resources dedine. Many of these expanded services are mandated without
the resources to carry them out. This has resulted in what some have called “mission drift” — extending
services and resources beyond the functional mission of the institution.

4 Sustaining and enhancing quality. Many of the campuses have sharpened their focus and redirected

resources to build “centers of excellence” — programs that are recognized as the best in the country or,
in some cases, the world.

4+ Mecting the needs of a changing student population. Even though a college-preparatory curriculum
has been in place in Ohio high schools since 1981, approximately 20% of the college freshmen who
enter directly from high school are placed in remedial mathematics and English. Almost three-fourths
of the adult students enrolling in college need some developmental or remedial assistance. The small
classsizes, tutorial assistance, and learning laboratories needed to improve theacademic abilities of these
students drive up institutional costs.

+ Stayingcurrent with technological change. Computerhardwareand software become obsolete almost
when theyareinstalled. Sophisticated laboratory equipment for science programs, research and health




related fields must be current and adequately maintained. Also, equipment used in technical programs
must be at the cutting edge to represent that used in industry. Staying current, both in terms of
technology and the staff to operate the equipment, is costly.

4 Respondingto mandated reporting requirements. Mandated compliance reports have escalated over
the last several years, particularly reporting requirements of the following federal legislation:

*  Resource Consetvation and Recovery Act (environmental regulations).

*  Rehabilitation Act of 1973, Executive Order 504 (educational services and programs for the
disabled).

*  American Disabilities Act of 1990 (additional requirements to serve the needs of the disabled).

* The Immigration Reform and Control Act of 1986.

*  TideV ofthe Federal And-Drug Abuse Act of 1988 and the Drug-Free Schools and Community
Act Amendments of 1989.

*  The Student Right-to-Know Act.

*  The Campus Crime Act.

Examples of some state reporting requirements include:

Court-ordered child support payments remitted to courts, and reporting of changes in income.
Earnings records subpoenaed for Domestic Relations Courts when they are also on file at the Ohio
Bureau of Employment Services.

*  Refiling of specific information requested by the Civil Rights Commission when it is already
reported yearly to the Commission.

Filing Selective Service registration status of male students.

4+ Raising additional revenues. Staff have been added and funds expended to raise revenues through
external grants and contracts, endowments, auxiliary services and local tax levies.

4 Maintaining adequate facilities. Renovations, repairs and general maintenance of the campuses were
curtailed in the 1980s when funds had tn be diverted to protecting the academic core during the last
recession. Only in the last five years have the campuses begun to catch up on deferred maintenance.

4 Protecting the health and safety of students, faculty and staff. A variety of campus safety and security

programs and mandated health education programs and services (¢.g., prevention of substance abuse
and sexually transmitted diseases) have been added in recent years.

4+ Engaging in increased litigation. Campuses have been facing added legal costs due to contractual
obligations, costs associated with collective bargaining, and an increasingly litigious society.

4 Supporting inter-collegiate athletics. The costs associated with intercollegiate athletics have risen as
a result of competitive aspirations of university and college supporters and federal requirements to




provide equal access to sports programs by men and women. Athletic-related revenues are often
insufficient to cover the cost of theentire intercollegiateathletics program and student feesare often used
to offset those deficits (Table 19, Appendix G).

2. Faculty Productivity

In Ohio, over the past ten years faculty time devoted to teaching and student advising has decreased
somewhat, while time devoted to research has increased (Table 20, Appendix G). Faculty course sections
assigned each term have not changed in the aggregate, but the average “student credit hours taughe” (credit
hourvalue of the course times the number of students enrolled in the course) has decreased by 10% (Table
21, Appendix G). This would indicate either that faculty are teaching courses with fewer students than in
the past and/or they are spending their time on the research and service contributions that make up the
balance of their work assignment.

Compared to national norms, however, time spent on teaching in Ohio’s colleges and universities remains
slightly above average, and time devoted to research and service is slightly below average. This reflects the
historical emphasis in Ohio on undergraduate education, and a relatively recent (last 15 years) emphasis by
the universities on graduate education and research.

Misconceptions exist as to the value of research for teaching programs and the general financial
support of colleges and universities. Externally funded research pays faculty and staff salaries and
provides indirect costs to support the overall research efforts of the faculty member’s department or
university. The funds recovered from indirect costs enable universities to recruit outstanding faculty
who add to the undergraduate teaching effort and play a major role in graduate education.

It is at the graduate level where students receive their major experience in the laboratory setting. In
addition to the traditional scientific laboratory, research may occur in other settings such as farms,
hospitals, offices, I'braries, or industrial shop floors where everyday problems are encountered. Thus,
applied research is important to the quality of education on campuses and is often a component of

the assigned workload of faculty.

Inan effort to find out if teaching and research responsibilities of faculty were in balance, we commissioned
a special committee to study the role of faculty and the factors that contribute to their work load. The
Committee found that faculty workload in Ohio mirrors national norms generally, but there was not
enough data to determine if the patterns were consistent from campus to campus. The Study Committee
indicated that institutional missions and reward systems were the main determinants of how faculty time

isassigned at the departmental orinstitutional level. The Executive Summary of the Committee’s full report
is included in Appendix H.
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3. State-level Policies and Procedures

Our task force members, especially those from business and industry, were astonished ar the amount of
government regulation with which colleges and universities have to contend. We focussed on several state-
level policies or procedures thar were driving costs up on college and university campuses, including the
following;

4 Debton capital construction projects. In the 1993 operating budget for higher education, debtservice
for capital projects already in existence will total $299 million (16.1%) of the neasly $2 billion total for
operations. State-supported physical plant operating allowancesare expected tototal $293 million. The
total scope of these two aspects of higher education capital facilities, therefore, is about $592 million
(Tables 22 through 24, Appendix G).

Debt service has doubled in the last decade as a percentage of the operating budget. The
growth is attributable to several causes:

(1) Size of the overall physical plant that needs to be renovated and maintained;

(2) Increase in the number of community projects supported in the higher education capital
budget;

3 Addgcd cost to projects not completed on time or within the original budget;

(4) Higher education bonds have not yet begun to mature (cach new bond sale simply adds
to debt service costs); and

(5) In 1980, the state decided to reduce future borrowing costs by selling 15-year bonds
rather than 25-year bonds. This required increased principal payments in the 1980s, but
will pay off in lower interest costs in the late 1990s.

Research facilities and laboratory space have been the fastest growing capital expenditures, a factor
judged important in attracting faculty and students to Ohio institutions because of the quality of
research facilities available. At thesame time, however, additional classtoom space is needed for those
institutions, particularly community and technical colleges, which have had substantial enrollment
growth over the past five years.

The current budgeting system for higher education facilities is centralized. Debt service costs for all
projects authorized in the capital bill for higher education are funded from asingle line item in the stat=
operating budget. Fundstooperateand maintain higher education facilitiesare allocated to institutions
byaformulabased onsquare footage. Asaresult, the costsof building, renovating, and operating higher
education facilities are made at a state level rather than at an institutir=al level. This is in contrast to
general experience in higner education, which has shown that decisions made at an institutional level,
with the institutions bearing the responsibility for and enjoying the benefits of those decisions, provide
for much greater efficiency.




+ Capital design and construction process. Capital design and construction projects for state
community colleges and universities must be deared through the Stare Architect’s Office for approval
and contracting. Over the past several years, this process has been so slow that projects have had to be
extended in timeand in cost, resulting in millions of dollarsspent unnecessarily. The Ohio Department
of Administrative Services is redesigning the process to be more efficient and effective.

4 State personnel policies that prevent necessary reductions in staff, Several of the campuses reported
that state personnel policies are not flexible enough toallow for fairand humane separation ofemployees
due to lack of revenues. Because the institutions are unable to extend health benefits or grant severance
pay to futloughed employees, they often keep them on the payroll until they are able to find other
employment. In addition, employee salaries are often ratcheted up from one institution to another
through organized collective bargaining.

4. Program Duplication

From the time the Board of Regents was created (1963) until now, 57 public campuses have been
added to the original six state-assisted universities that were in place in Ohio. Several of these
campuses existed as independent colleges prior to the desiynation as state universities. Thus, many
programs at the undergraduate, graduate and professional levels were “grandfathered,” resulting in
multiple programs across the state within the same subject-matter field.

“The Board of Regents was assigned the responsibility to approve all new degree programs in all public
and independent colleges and universities as a mechanism to ensure basic quality, demonstrate need
for the program, determine the impact of new programs on state resources, and to avoid unnecessary
duplication. And, while the Board has taken this responsibility very seriously, there has been 2
delicate balance between the duplication of programs already in existence and allowing developing
institutions to create new programs in response to the needs of their communities.

Program duplication is more of an issue at the graduate level than in undergraduate education.
Associate and baccalaureate degree granting institutions need a wide array of programs to meet the
needs of their students and communities. There are some areas in the state, however, where
undergraduare institutions are located close to one another and unnecessary duplication has become
an issue for Board of Regents intervention.

Program duplication is not inherently bad. There are some cases where strong programs across the
state have provided a solid foundation for economic development purposes (e.g., chemistry). There
are, however, some programs, particularly at the graduate level, which are needed only on a statewide
or inter-state basis (e.g., Veterinary Medicine), some that are needed only on a regional basis (e.g.,
Engineering, humanities programs), some that are needed at the local level (e.g., Business, Nursing,
Education), and some that are needed within a university to help sustain undergraduate programs
(e.g., graduate programs in English provide instructors for the many course sections at the freshman




and sophomorelevels). Currently, thereis nosystemin place to sort outamong existing and proposed
programs where duplication is a strength and where it is unnecessary and which programs should be
provided only on a statewide or regiona: basis and which ones should be consolidated or eliminated
to create higher quality, a greater number of graduates, and to reduce costs.

Once new programs have been approved, the Board of Regents has no authority to revisit programs
to determine if an existing program in one area of the state that may be of lower quality and provide
a smaller yield should be eliminated to make way for a new program which is judged to be of higher
quality and more strategically located. As a result, the issue of “program duplication” is a recurrent
one.

Much has been discussed about duplication of medical schools in Ohio oran excess number of M.D.
graduates from Ohio’s medical schools. Ohio’s seven medical schools are an example of unique
resources available to Ohioans located strategically across the state. Each medical school in Ohio is
located in . metropolitan area and provides health education programs and health services on a
regional basis in association with other universities and colleges. However, the demand for physician
graduates across the state and nation continues to be extremely high especially in all areas of primary
care and selected areas in subspecialty care.

Ohio’s public medical schools enroll 85-95% Ohioans for their first-year clacs and through the
special support from the Ohio General Assembly for primary care programs, have emphasized public
access to health care. However, both federal funding as well as limited state resources for primary
care have supported increased subspecialty education at the medical schools and their teaching
hospitals. Recent decisions by Health and Human Services at the federal level have further
emphasized subspecialty care by influencing reimbursement funding for subspecialty services at the
expense of primary care. Ohio needs an increasing emphasis on primary care as do other states in

the nation. Therefore, legislative action, both federal and state, is needed to support this
development.

Civen the fact that many qualified Ohioans are still unable to enter an Ohio medical school because
of competitiveness for first year positions, it seems unwise to limit access to the schools resulting in
Ohio’s citizens having limited opportunitics for entering medical education. Such reduction of
opportunities for Ohioans will result in their going out of state for their education or seeking their
education in foreign medical schools. The unique facilities of Ohio’s medical schools should be called

upon increasingly to play an active role in the health service programs that might be made available
to citizens of Ohio.

Ohio’s regionalized system of medical education has been highly effective, but new developments in
educational technology and biomedical research as well as the expanded challenges presented by the
cost of modern health care, makes this an appropriate time for the medical colleges to extend their
existing collaborative efforts to a new, more active and more comprehensive stage. Expansion and
cooperation can strengthen the graduate professional programs and all of health education.




5. Ineffective Use of Resources

4 Payingfor the sameservices twice. Remediation of college students who recently graduated from high

school is costly and results in paying at the college level for something for which the schools should be
acoountable. A decade’s work on this problem by the Board of Regents and State Board of Education
has resulted in someimprovement, but 20% ofthe recent high school graduatesstill need remedial work
in mathematics and English before they can cuntinue successfully in their collegiate studies.

Co-located campuses. Thercare seven areas of the statewhere a university branch campus, which offers
the first two years of a baccalaureate program, and a technical college, which offers career training
programs, are located side by side on the same property. Each charges different fees and operates with
separate administrative structuresand academic programs, but they both serve similar types of students.
As these campuses have evolved, the 2 have been some attempts to share facilities, staff and programs,
but over the years competition and conflict have hampered their collective ability to serve the diverse
needs of their students and communities.

Because of mission differences of the two institutions, the technical college responds primarily to the
needs of the community, while the university branch campus responds primarily to the outreach needs
of the university. The technical college is separately governed and can respond rapidly to the
community; the branch campus is governed by the university, and response time is often slowed by

chain of command.

Welearned of cost savings that could result with the elimination of duplicative administrative functions
and academic programs that exist between the shared campuses. More importantly, however, we
learned that significantly more students could be served in the seven communities if affordable,
accessible, comprehensive programming were available on these shared campuses.

4 Adultjob-training, Foratleastadecade therehasbeengrowing overlapin adult education and training

services provided by the state’s two-year colleges and area vocational schools. As high school vocational
enrollments have declined over the years the schools have tried to expand their markets to serve adults.
Many of the vocational schools and technical colleges are located adjacent to each other where more
effective use of facilities, equipment, and resources could be made through better coordination and
assignment of responsibility.

Duplicative state and federal research assurances and compliance documentation. Colleges and
universities receiving grants from federal and stateagencies often have to submit two sets of compliance
documents and assurances, as well as be subjected to state and federal monitoring, reporting, and

auditing of the grant. Both processes often include the same information, but in a different format,
creating added overhead costs.

oy




4+ Duplicative state and federal data reporting. The Ohio Board of Regents maintains a data base used
for calculating the subsidy formula; the data are compiled from campus reports on computer tapes. At
thesametime, collegesand universitiesare required to file similar data with the Integrated Postsecondary
Education Data System in the U.S. Department of Education. Thetwo reporting formatsare different
enough that two separate reports of the same data often need to be generated.

4 State monopoly of services. State law requires that the colleges and universities purchase the services
of the Auditor of State and the State Attorney General. These services are not always provided ata price
competitive with services the colleges and universities can purchase in their communities.

The facts illustrate that higher education in Ohio has received less federal and state support than the
national average, and that the students’ share of the cost of their college education is significantly higher
than average. Yet, even with a large, expensive higher education structure, colleges and universities have
been able to keep total costs consistently below average.

With the help of the college and university task forces, we have been able to identify many of the
factorsat both the institutional and state levels that have driven up costs. Our recommendations forlong-
term cost-containment strategies follow.




IV THE RECOMMENDATIONS AND CONCLUSIONS:

MANAGING FOR THE FUTURE

- )

“If we can learn to anticipate the future better, we need not fear it. In fact, we can welcome
it, embrace it, prepare for its coming, because more of it will be the direct outgrowth of our own

efforts.”

Joel Arthur Barker
Future Edge, 1992.

& & fa
Needed: A Higher Education System

It is clear from the evidence provided that the demand for higher education is increasing
dramatically while the state’s ability to adequately support its colleges and universities is declining, It is
also clear that acceptable quality levels are in serious jeopardy without adequate funding. The colleges
and universities cannot be “everything to everyone®. The Board of Regents, in consultation with state
elected officials and college and university leaders, nceds to establish vision and priorities for the use of
state dollars directed to higher education and to ensure student accommodation to the greatest degree
possible.

The state higher education system must be structured to achieve both economies of scale and
qualities of scale. While there may be short-term costs associated with the recommendations that follow,
the long-term benefits will accrue from higher quality, productivity, efficiency and effectiveness in
meeting the educational needs of Ohioans. We believe the system must:

L. Meet the diverse needs of students and optimize their achievement,
2. Assure excellence in academic programming,

3. Increase productivity and reduce costs,

4, Ensure accountability,




5. Strengthen leadership and management effectiveness, and
6. Secure rescurces to make higher education affordable.

In order to achieve these priorities, the Board of Regents should draw together all the strengrhs of the
state’s public colleges and universitics and create a system-wide strategy for the effective deployment of
resources. The benefit to Ohio will be greater economic productivity, more responsible citizenship and
a better quality of life for its citizens.

Task Force Recommendations
L Link state colleges and universities more effectively to form a higher education system.

Ohio’s higher education system is currently shaped as a loose federation of autonomous
institutions, each trying to serve educational needs to the best of its ability. Neither economies nor
qualities of scale can be achieved at current funding levels. In order to more effectively serve the needs
of Ohioans within a constrained resource environment, colleges and universities will need to function
as a system of higher education, with an appropriate division of responsibilities for particular types of
service divided among the colleges and universities.

The most appropriate role for the Board of Regents would optimize its responsibilities for state
system policy, planning and coordination with the campus trustees’ responsibilities for local institutional
policies and operations within the larger system. In this leadership role, it is important that the members
of the Board of Regents represent the interests of all Ohioans, not just the interests of specific colleges
or universities or regions of the state.

We recommend that the Ohio Board of Regenis:

L Develop a statewide strategic plan for the higher education system which addresses the
mission, goals, objectives and expected results for higher education in Ohio as a system,
in consultation with elected officials, college and university leaders and community
representatives.

2. Adhere, in developing this statewide strategic plan, to the following priorities for the use
of state higher education funding:
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3. Ensure that college and university missions are consistent with the overall mission of
Ohio’s system of higher education.

4, Communicate regularly and effectively with the colleges and universities regarding state
funding goals, priorities and state higher education policies. The chancellor and college
and university presidents must work together to achieve these goals and carry out these
policies.

5. Require regional collaboration where appropriate in graduate and professional program-
ming.
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6. Require the medical schools to work together to accomplish the following:

.

Increase the emphasis on education in primary care, and residency programs in
Family Practice, Internal Medicine and Pediatrics.

Improve health care through increased cost effectiveness, enhanced quality, and
improved access. See Appendix I for an action plan developed by the deans of
Ohio’s medical schools.

Develop regionalized programs in association with other public agencies in Ohio
such as the regional Health Departments, Mental Health Departments, Medi-
care/Medicaid Health Services, and other statewide programs which might
utilize resources in medical schools.

IL Redesign the higher education structure to address six statewide priorities.

PRIORITY 1: MEET THE Diverse NEEDs OF STUDENTS AND OPTIMIZE THEIR ACHIEVEMENT.

The higher education structure must be redesigned to ensure enrollment and achievement of more
students. State resources need to be deployed in the most effective way to achieve student success.

We recommend that the Ohio Board of Regens:

1. Work with the State Board of Education to strengthen the college preparatory require-
ments and to reaffirm to all school boards, school administrators, teachers and counsel-
ors, and parents, the expectations for admission to universities.

2. Require all Ohio high school graduates, by the year 2000, to demonstrate completion of
a college preparatory or technical preparatory curriculum for admission without condi-
tions to community and technical colleges.

3. Increase the participation and achievement of economically disadvantaged and minority
students at each college and university, and at each level of education (e.g., associate,
baccalaureate, masters and doctoral levels).
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We recommend that the Ohio General Assembly authorize the Ohio Board of Regents to:

4.

Create a comprehensive community college system to provide a more direct and flexible
response to local communities for low cost, geographical and psychological access to the
first two years of a baccalaureate program; a technical associate degree; credit and non-
credit workforce training and continuing education; and direct community service.

Convert all technical colleges and university regional or branch campuses into

comprehensive community colleges. Where this action would result in more
than one campus serving one geographical region, the campuses should be
consolidated into a multi-campus district with one governing board. All
community college districts should be supported with at least 2 one mil tax levy

to secure local financial support.

Consolidate university regional or branch
campuses and technical colleges in the
seven locations in the state where they are
co-located, creating comprehensive com-
munity colleges with their own governing
boards. The seven locations are Canton,
Lima, Mansfield, Marion, Newark, St.
Clairsville and Zanesville. (Refer to map
in Appendix A).

Offer universityupper divisionand graduate course-
work on a rotating, time and site specific basis on
selected community college campuses through
“university affiliations,” particularly in those areas
of the state where a university regional campus
currently exists and the need to serve placebound
students can be demonstrated. The community
college shall serve as the host site for the programs,
but responsibility for upper division coursework
should remain with the university.

Declare the newly formed community colleges as
the open access colleges of the higher education
system.

The effects of reconmenda-
tions 4 aie 5 in Cincinnati,
Jorexample, wonldmean that
the University of Cincinnatis

Clernong, Raymond Widters

and University College cam-
puses andd Cincinnati Techni-
cal College, 1wondld be joined
together iifto one community
collegedlistrict with a govern-
ing boaid.  The conmmnnity
college district would join in
affiliatiopiththe Univeisiry
of Cincinmati (and, perhaps
other colleges in the iegion) to
extened the Universitys out-
reach to the greater Cinein-
nati aica (e.g., upper division

COHIsclol '/", Hicesters (/('gi ves,

contimingecicationandpro-

Sessional development.

Permit universities to develop admission criteria appropriate to their functional mis-

sions.
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Assign primary, but not exclusive, responsibility for developmental and remedial
education to the community colleges.

Strengthen the articulation and transfer process so that all credits from any state higher
education institution shall be accepted by any other.

PRIORITY 2: AssURE EXCELLENCE IN ACADEMIC PROGRAMMING.

The redesign of higher education must focus on academic excellence.

We recommend that the Ohio General Assembly authorize the Ohio Board of Regenfs to:

1.

Refocus college and university missions as necessary to carry out the mission, goals and
objectives of the state higher education system. Functional missions should build on
current institutional strengths and eliminate unnecessaty duplication. The institution’s
functional mission will then be the basis for its trustees, presidents and staff to define
admission criteria, programming, faculty assignments and rewards, and determine
institutional effectiveness.

Develop mechanisms to strengthen existing campus level reviews of academic programs
and to reinforce them with state-level consideration of effectiveness and quality. Srate
level processes must be developed in a way that minimizes the need for additional
reportingand expanded bureaucracy. Instead of a comprehensive review ofall programs,
the emphasis should be focussed only on areas of demonstrated concern.

Eliminate or consolidate programs where there is unnecessary duplication, or the yield
is too small for continued high quality.

We recommend that the Ohio Board of Regents:

4.

Identify uniform criteria from the quality standards of the North Central Association and
other appropriate accrediting agencies, and require colleges and universities to measure
and report institutional effectiveness, based on those criteria, related to mission, goals
and objectives in the areas of teaching, research and service.

Seek restoration of funding to provide incentives for quality improvement, such as the
Selective Excellence Programs.

Work with the State Board of Education and colleges and universities in efforts to

improve the teaching and learning in schools, most particularly those school districts
with consistently high numbers of students needing remediation at the collegiate level.
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10.

11.

12.

13.

14.

15.

16.

Work with the State Board of Education to ensure that the human and material resources
of higher education are accessible to schools in 2 manner that promotes quality and
opportunity throughout the levels of education, from kindergarten through graduation.

Ensure that each college or university reaffirms the importance of undergraduate
education as part of its institutional mission and reports on outcomes in an annual
institutional effectiveness evaluation.

Develop strategies to encourage instructional innovation and efficiency in undergradu-
ate education and to pilot improvement of instruction through the use of technology and
more effective deployment of teaching personnel.

Reaffirm the importance of research to enhancing teaching, promoting economic
development, bringing eminent scholars to the state, and making it possible for colleges
and universities to achieve their missions.

Continue to attract world-class scholars and research faculty through Ohio’s research
efforts (that haveadded to the economic well-being of the state by attracting new dollars),
and elevate the national and international standing of Ohio’s universities and colleges.

Recognize, as part of the institutional mission review, that The Ohio State University and
the University of Cincinnati are the state’s comprehensive research institutions with
graduate education programs competitive at the national and international levels.

Establish, as part of the institutional mission review, selected centers of rescarch strength
on other university campuses (e.g., polymer sciences at the Uni ersity of Akron).

Work carefully with the Ohio Science and Technology Council to focus research
priorities on those areas with the greatest potential benefits to the state and its regions
(c.g.» cconomic development, reducing medicaid costs, curing discases), and draw
industry and university research strengths together to address those priorities.

Collaborate with the Department of Development to develop incentives for collegesand
universities to conduct research and development activities designed specifically to
advance the economic competitiveness of the state.

Encourage colleges and universities located in metropolitan areas to assume greater
responsibility for applied research and development on social and economic issues
important to the region.
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17.

Work with the Department of Development to promote Ohio’s two-year college
workforce training network, EnterpriseOhio, and its member institutions, as the
preferred mechanism for the delivery of customized training in local communities
throughout Ohio. This would involve consolidation of customized training by voca-
tional schools and two-year colleges into one delivery system coordinated by the college,
or jointly, as in the case of the Tri-County Training Consortium in Piqua, Ohio.

PRIORITY 3: INCREASE PRODUCTIVITY AND REDUCE COSTS.

The higher education redesign should result in a quality product for an affordable price.

We recommend that the Ohio Board of Regents:

1.

Hoid administrative costs down by working with each college and university to establish
general “cost-to-inflation” benchmarks. The campuses should use some, if not all, of the
following strategies if they have not already implemented them:

a Adoptihg a continuous quality improvement approach to administering the
institution, in order to reach the highest level of quality with the lowest cost.

b. Streamlining organizational structure, creating greater flexibility and respon-
siveness to the changing institutional environment.

c Implementing energy conservation plans.
d. Developing cost-cffective employee health care plans, in collaboration where
feasible with other colleges and universities or with other relevant entities (e.g.,

employers in the region, the state of Ohio, etc.).

c. Establishing risk management/property insurance programs in collaboration
with other colleges and universities (or on a statewide basis).

f. Increasing regional collaboration for purchasing, computing, mailing and other
operations where cost savings will result.

g Privatizing campus operations where appropriate.

Share best practices and cost containment ideas among colleges and universities.




3. Ensure that faculty time is allocated in the most productive manner, consistent with
institutional and departmental missions. To accomplish this, the Ohio Board of Regents

will endorse the recommendations of the Study Committee on Faculty Workload
(Appendix H) and require each public college and university to:

a Develop an institutional faculty workload policy which defines the individual or
group performance standard for each academic area and includes procedures for
handling cases where the standard is not achieved, and specifies who has
authority to assign courses and the times they shall be taught.

b. Develop and implement a faculty performance evaluation and appropriate
reward system consistent with institutional mission, goals and objectives. The
faculty performance standards must be based upon relevant, objective, quanti-
tative and qualitative evaluation criteria.

c. Establish an anaual performance evaluation mechanism to measure actual

output or outcomes and report actual results vs. expected standard (measure by
individual and/or group).

4. Direct the higher education system toward performance based contracts to maintain
high continuing performance of all administrators and faculty. In order to accomplish
this, the Ohio Board of Regents should require colleges and universities to:

a Employ a definition and application of tenure for al! college and university
faculty that focuses on protecting academic freedom. Tenure is not a lifetime
guarantee of employment, but it is 2 commitment to academic freedom.

b. Adopt flexible administrative and contractual approaches to tenure that do not
result in unconditional, guaranteed lifetime job security without the require-
ment to meet the specified performance standards for productivity and effective-
ness within the mission of the institution.

c Establish time-limited contracts for tenured faculty who, in a post-tenure review,
have been determined by the criteria established above to be non-productiveand
ineffective.

5. Work in collaboration with other state agencies to reduce or eliminate the number of

duplicative and unnecessary state reporting requirements for grants and contracts. The
Ohio Board of Regents should convene an inter-agency task force, including particulardy
the Department of Administrative Services, Secretary of State and State Auditor’s
Offices, to identify ways to eliminate duplicative and unnecessary state reporting
requirements for grants and contracts.
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Work in collaboration with the Ohio Department of Education to consolidate, by 1995,
the higher education data reporting for the Integrated Postsecondary Education Daua
System (IPEDS) and the Board of Regents. This will require that the Ohio General
Assembly appropriate funds in the 1993-95 biennium for the redesign of the Board of
Regents’ Uniform Information System to accomm~date the data needs of the funding
formula, to consolidate state and federal higher education data reporting, and to build
a database to be used for planning and system effectiveness purposes.

Seek legislative exemption from some state employment policies and develop and
implementa human resource managementsystem with appropriate differences from the
State’s Civil Service Classification System. The Ohio Board of Regents should convene
a task force to determine specific state employment policies and procedures for which
exemptions for colleges and universities should be sought, and develop mode| human
resource management systems for colleges and universities that have atleast thefollowing
assurances:

* Employees are protected against arbitrary dismissal.

Hiring is done on the basis of qualifications not political affiliation.

Employees are guaranteed periodic and written performance evaluations.

* The rights of employees to bargain collectively are protected.

Seek legislation to permit institutions to create early retirement programs for specific
components of the campus that have been identified for reduction or elimination and
to permit basing priority for carly retirement on length of service with the institution
rather than with the retirement system as a whole.

Encourage the continuation of the cooperative efforts of the Department of Administra-
tive Services, Division of Public Works and the college and university architects and
facility management personnel to establish a more appropriate balance between the
centralization/decentralization of the facility design and construction process and
thereby, to provide for more local involvement in the administration of projects as
determined to be appropriate on an institution-by-institution basis.

This can be best accomplished by a system that involves university architects and facility
management personnel in various aspects of the administration of individual projects or,
where criteria is met, delegation of authority for complete local administration of
individual projects. This would include the delegation of the selection of architects,

bo




10.

11.

design document review, etc. to those institutions having demonstrated the willingness
and capability to do so. It would be the responsibility of the Department of Adminis-
trative Services, Division of Public Works, to establish criteria, delegate authority, and
to monitor performance based on clear, objective criteria.

These criteria might include:

* Evidence of trained, capable registered architectural and engineering staff.

A formal proc:ss to assure open competition for architects, engineers and contrac-
tors.

Evidence of compliance with all state requirements regarding minority set aside,
prevailing wage, safety and environmental regulation.

Assumption of responsibility to complete projects on time and within budget.
Mechanism to report to the state on compliance.

In addition, the Task Force supports the recommendations of the Governor’s Opera-
tionsImprovement Task Forceand others regarding the elimination of redundant review

by the Controlling Board on facility design and construction projects.

Support a pilot project to assess the value of the “single prime contractor” approach to
construction projects in lieu of current “multiple prime contractors™ approach.

Seek legislative authorization to allow colleges and universities to contract locally with
auditingorlegal firms rather than use the centralized services of the State Auditor’s Office
or the Office of the Attorney General.

PRIORITY 4: ENSURE ACCOUNTABILITY.

In the redesign of higher education, college and university trustees as well as the Ohio Board of Regents
must be held accountableto their constituents for the results of the teaching/learning process. Ways must
be developed to measure quality and productivity.

We recommend that the Chio Board of Regenfs:

1.

Require each college and university to inform the Ohio Board of Regents how each of
the following will be measured:
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*  Quality of classroom teaching and courses.

Quuality of service in areas such as registration, admissions, etc.

*  Student achievement.

Faculty workload including number of students (FTEs) taught per course per term
(semester, quarter); average dollars per faculty from grants, contracts, and awards not
counting those from the Chio Board of Regents; and hours per week spent on
consulting or private endeavors (collateral employment).

Evaluation of faculty performance.

Impact the granting of sabbaticals has had on teaching and/or scholarship/research.
Require each college and university te develop a plan and timetable of implementation
of those items specified in #1 above. The plan should be available by December 1993,
and the measures implemented by September 1994.

Require that all student charges for intercollegiate athletics be separately identified, and

that all expenditures and sources of revenues for intercollegiate athletics be identified
explicitly in the institution’s annual budget report.

PRIORITY 5: STRENGTHEN LEADERSHIP AND MANAGEMENT EFFECTIVENESS.

The redesign of higher education should assure that those individuals charged with the responsibility and

accountability for the colleges and universities have the authority and expertise to carty out their charges.
Recommendations:

We recommend that the Ohio General Assembly authorize the Ohio Board of Regents to:

1.

Identify with clarity the responsibilities and expectations of college and university
trustees and publish a trustees handbook. The Board of Regents and chancellor should
work with trustees and presidents to develop the handbook of trustee expectations and
to ensure thatall trustees are oriented to the local institution (by the college or university)
as well as the state higher education system (by the Chio Board of Regents). Boards of
Trustees should annually evaluate theirown effectiveness and provide a summary to their
appointing authorities.




We recommend that the Ohio Board of Regents:

2.

Conveneleadership conferences and issue forumsto broaden the participation of colleges
and universities in statewide higher education system planning and coordination.

Document and communicate regularly the effectiveness of Ohio’s higher education
system to government leaders and the citizens of Ohio. To do this the Board of Regents
will work in consultation with the higher education community to develop goals,
objectives and suitable measures to be used statewide to document the effectiveness of
the higher education system.

Encourage colleges and universities to communicate the results of their institutional
effectiveness assessments more widely to those whom they serve.

PRIORITY 6: SECURE RESOURCES TC MAKE HIGHER EDUCATION AFFORDABLE,

In light of the issues raised in this report, the higher education system and the state funds that support
it need to be positioned to meet the needs of the students and the state in the long term.

We recommend that the Ohio Board of Regenfs:

1.

Assure that state monies are directed to higher education system priorities in both the
operating and capital budgets for the years ahead.

Ensure consideration in the higher education budgeting process the implications for the
following policy issues:

a Whether current state funding mechanisms provide appropriate incentives to
encourage the accomplishment of institutional missions with the most efficient
use of space, including the determination of whether centralized budgeting of
debt service and the allocation of plant operation and maintenance funds on a

square footage basis create incentives to invest inappropriately in additional
space.

b. Whether the state should continue to protect institutions from the financial
effects of enrollment decline through a formula that distributes funds on the basis
of historic (base) enrollments when those are higher than current enrollments,
or whether state resources should follow current enrollments more closely.

c. Whether the current enrollments that are used for the distribution of funds
should continue to be limited to summer and fail enrollments only, or whether
the use of enrollments from all terms would be fairer and less subject to
manipulation.
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d. Whether enrollment growth should be funded on the same average cost basis as
stable enrollments, or whether enrollment growth should be funded on a
marginal cost basis, and for how long.

e Whether the institutional financial audit process can be used to provide a
verification for the enroliments reported for subsidy purposes.

f. What provisions should be made to protect institutions from the consequences
of resulting losses in formula allocations in the event that significant changes are
madz to the formula.

g What mechanism should be used to reward quality, retention, student success
and the accomplishment of other state goals.

h. How the state will reconcile its need to see more of its citizens prepared through
a program of higher education for successful employment with its inability to
provide a stable level of funding for core higher education programs. if funding
cannotkeep pace with enrollment growth, what happens to the services provided
to students as resources continue to be diluted? Should certain types of noncredit
instruction that are specifically designed to increase the skills of workers be
cligible for state support? Where would the resources be found to prevent such
a step from diluting support even further?

Develop with the Office of Budget and Management formal guidelines concerning the

type of “community projects” thatare eligible to be funded by the highereducation bond
fund. '

Provide incentives, or at least remove disincentives, in state funding policies and
procedures to encourage appropriate consolidation, merger, elimiuation, transfer or
other reduction of unnecessary duplication or low priority academic programs.

Work in partnership with business, industry and community groups to secure additional
resources for student aid.

Continue to invest in the colleges’ and universities’ successes in attracting external
research dollars through the Research Challenge and Action and Investment Fund
Programs. Thesedollars have led to major 2dvancements in scientific knowledge as well

as very practical applications in the development of new products for the benefit of the
public.




7. Continue to invest in the colleges’ successes in workforce development through the
Productivity Improvement Challenge Program.

NI,  Strengthen the higher education system leaclership responsibilities of the Ohio Board of Regents
while retaining college and university responsibility for campus policies and operations.

To accomplish this redesign, more emective planning and coordination at the state level is needed to
create a higher education system. Campus autonomy should be preserved to the highest degree possible,
especially at the campus operational level, but the Board of Regents must play a strong role in designing
a more effective higher education system.

Recommendations:

1. Expand the Ohio Board of Regents’ responsibilities to include:
*

Setting statewide goals and objectives for higher education.

Guiding the development of institutional missions to ensure the most effective
deployment of resources.

Eliminating unnecessary program duplication.

Establishing statewide funding priorities.

*

Providing a framework for the debate of higher education policy issues.
Assuring that students reccive the highest quality services possible.

The Board should exercise its new authority in close consultation with the colleges and
universities that make up the higher education system in Ohio.

2. Seck legislation charging the Board of Regents with responsibility to coordinate the
delivery ofall adult postsecondary programs. This recommendation was included in the
recommendations of the Governor’s Task Force on Education, “Model for the Future:
An Organization Study of the Ohio Department of Education,” August 1991.

.y
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Conclusions

Our state-level Managing for the Future Task Force and the institutional management
committees have concluded that it is necessary for Ohio to:

1. Link state colleges and universities more efiectively to form a higher education system;
2. Redesign the higher education structure to address six statewide prioritics; and

3. Strengthen the higher education system leadership responsibilities of the Ohio Board of
Regents while retaining college and university responsibility for campus policies and
operations.

In our view, Ohio’s public colleges and universities have been managed efficiently given the fact
that each institution has been trying to provide full services for the communities they serve. Presidents
and trustees have served Ohio well in managing to provide open access to students not always prepared
for collegiate-level work; improve the level of quality in programs, and serve the economic and social
development needs of the state and its regions. They have beenable to do thisata cost below the national
average, and with historically low levels of funding from thestate. Student fees have taken up part of the
slack, but cost-containment efforts on every campus have held student fees lower than they would have
been if spending levels in Ohio were at or above the national average.

The universities, for the most part, have been trying to offer programs ranging from developmen-
tal and remedial education through doctoral degrees and research. Community and technical colleges
have provided open access to their regions at the associate degree level and serve the immense job training
needs of those individuals already in the workforce. Our challenge, as a task force, was to find a way for
the colleges and universities to continue to achieve the access, quality, and efficiency standards expected
by Ohioans within what we believe will be a protracted period of limited resources.

We believe the greatest benefit to Ohioans will come in larger, ovcrarching structural changes
within each college and university s identified by their task forces and in this report. Each campus has
demonstrated to us specific ways they have been reducing costs over the last decade; each isona path to
streamline operations without loss of quality.

Our report has identified where we believe the strengths lie in higher education. The strengths
of the campuses must nct be diluted in our attempts to reshape higher education. At the same time, we
believe those strengths provide a solid foundation for a more systematic approach to planning and
coordination, with the Ohio Board of Regents assuming a stronger leadership role. College and
university presidents and trustees need to work more closely together in a higher education system that
responds more fully to the needs of all Ohioans while also having enough autonomy to carry out the
effective operation of each institution.




Responsibility for providing leadership in restructuring the system of higher education lies first
with the Ohio Board of Regents and the college and university leaders, but this alone is not enough. The
state’s clected officials need to address where higher education fits among other budget priorities. If
Ohio’s goal is to produce more educated citizens, then the state of Ohio needs to support additional
funding for growing numbers of students on at least an equal footing with additional funding for prisons
and for Medicaid. Ctherwise restructuring the system of higher education will expend a great deal of
energy without reversing the decline in Ohio’s ability to compete in a global economy.

'We have examined the evidence and offer our recommendations to the Chio Board of Regents

for their consideration. Many of our recommendations will require support of the Governor and Ohio
General Assembly in legislation.

Our recommendations are not short-term in nature. They will require careful consideration by
Ohio’s government leaders, the higher education community, and industry, labor and community
leaders across Ohio. We urge that this process move deliberately and that implementation of the
recommendations begin yet this year. We stand ready to assist you in any appropriate way.
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DISSENTING REPORT ON THE
 CONCLUSIONS PRESENTED BY THE
MANAGING FOR THE FUTURE TASK FORCE

The Managing for the Future Task Force has examined ways in
which colleges and universities can sustain guality programs with
efficiency in the days ahead. In the areas of meeting student
needs, restoring funding for incentive-based programs targeted at
quulity improvement, and the securing of resources to make higher
~oducation affordable the conclusions of the group are correct.

In these other areas, however, it‘’s thought that the

recommendations should not be implemented for the following

reasons:

Proposal of strengthening the role of The Ohio Board

of Regents

Though it praises current operations of Ohio‘s public colleges
and universities in the ways they deliver high quality education at
less than national. averages of cost and attributes that
accomplishment to the Ohio tradition of policy controlled by local
Board of Trustees, The Task Force is prrposing to remove much of
the policy-level authority for these local boards. 1It's suggested

that we centralize several key policy and managerial functions for

1




higher education, such as responsibility for developing individual
institutional missions and for program discontinuance, by placing
these functions in the hands of The Ohio Board of Regents. This
proposal is contrary to the trend in government today (as well as
in the private sector) to delegate as much responsibility and
authority as possible to local management and to minimize control
by centralized bureaucracies that are often distant and
unresponsible to local needs.

The proposal is contrary to The Task Force’s own findings that
“responsibility for accountability to the constituents of each
institution belongs to the college and university Trustees and
Presidents." Such accountability is impossible unless these Boards
retain their responsibility and authority. The proposal for
centralization is in conflict with the recommendation for 1local
accountability. |

One of the primary concerns, as stated in the report, is the
search for "the highest degree of efficiency during times of fiscal
constraints."” Despite this need, The Task TForce’s recommendations
will lead to increased costs. The Task Force does not consider the
recent history in other states that have gone through higher
education "system building."” 1In every case, there has been an
increase in expenditures to support the centralized bureaucracy.
There is not one instance of centralization of higher education in
this country that has not resulted in significant and permanent
increases in costs at the central level. Such increases are due to

the build-up of duplicative and repetitive bureaucratic functions.




Rather than cost savings, the net result nationally has been
increased administrative costs which have drained the limited
resources available for instruction at the institutional level.
The Task Force report speaks of the need to require that
appropriate accountability mechanisms are in place at the campus
and says that the quality of classroom teaching and services in
student support areas; student achievement; faculty workloads;
evaluation of faculty performance will be measured. The increase
in the size of the bureaucracy and the concomitant costs will be
significant.
There is not one instance of a centralized Board developing a
great American university. Every great American public university
was developed by an individual Board committed to that institution

with its accountability to the public for the actions of the board.

Development of a two-tier higher education structure

Designation of The Ohio State University and the University of
cincinnati as the only two "comprehensive research institutions” in
the State will unnecessarily result in a two-tier system which will
be invidious and destructive to other institutions and to the
economic future of the regions in which they are located.

A two-tier system will lead to differentials in institutional
support from the state for operations and capital based upon the
system rather than upon institutional needs. 5uch a process does

not lead to enhanced 1local quality but rather further

(S
{ /




centralization of needed by distant services.

There is no indication that any of the four-year colleges and

T ""universities in Ohio has ever aspired to the comprehensive state

" role played by The Ohio State University in areas, for example,
such as agriculture. In addition, there is no indication that the
University of Cincinnati has ever played a comprehensive role
different than Ohio’s other public colleges and universities.
Given such a history, it is questionable why such designations are
necessary or desirable.

The economic, social and cultural diversity of Ohio is rooted
in its geographical diversity. The Task Force proposes designating
two institutions with special responsibilities for all regions of
the state. This will inevitably lead to limitations on the ability
if local institutions of relate to and meet the needs of the
people, its commerce and industry and the institutions of the
region in which they are located. The Task Force did not fully
consider these regional impacts in making this proposal.

Designating two inséitutions with a special research role and
mission will reduce the competitiveness of the state’s other
colleges and wuniversities in the research and technology
marketplace. This will occur at a time when Ohio is most in need
of increasing its competitive position, not reducing it. The
citizens of Ohio’s diverse geographic regions, outside of the
Columbus and Cincinnati metropolitan areas, will be hurt most by

this task force proposal.




Manaqing Construction Projects

Again, the management of construction projects at a local
level is a fesponsible and effective recommendation. The Task
Force acknowledges the significant increase in construction costs
due to the operations of the Department of Administrative Services’
slow, centralized bureaucracy. Unfortunately, The Task Force stops
short of proposing an institutional solution to a problem clearly
identified as resulting from centralization. For the highest
degree of efficiency and effectiveness in the use of capital funds,
individual institutions must be able to control financing and
construction, calling upon the DAS only if needed, on an ad hoc,
consulting basis. There’s a parallel in the State’s system of

issuing building permits which offers guidance.

Chalirman tha Board
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Appendix B
Enrollment & Degrees Awarded in
Obio Public Colleges & Universities




TABLE 1
Ohio: FTE Enrolimentin Public Colleges and Universities

. 19801990
BRANCHES COMMUNITY  TECHNICAL
UNIVERSITIES & CENTERS COLLEGES COLLEGES TOTAL
1980 225220 16208 33817 27457 302702
1981 225544 18091 34955 29799 308389
1982 223561 17615 36820 31497 309493
1983 224410 18082 38354 32948 313794
1984 221227 17305 35233 20874 303729
1985 221933 17488 33334 29657 302412
1986 |, 227771 18834 | 30~928 30891 308424
1987 229580 20092 36367 25797 311843
. 1988 234193 21208 38780 26310 320491
1989 238434 22779 42007 27537 330757
1990 241708 23873 45566 30040 341187

NOTE: Summer and Fall enroliment is combined.

SOURCE: Chio Board of Regents, Basic Data Series, 1991 Edition




TABLE 2

Ohio: Degrees Awarded in Public Colieges and Universities
1980 — 1990, Selected Years

UNIVERSITIES & BRANCH CAMPUSES

1980—81 1982-83 1984-85 1986—87 1988-89 1990—91
Associate 4,497 5118 4,864 4,401 4,311 4,136
Bachelor 28,025 29,160 29,595 30,323 30,998 32,518
Master’s 8,804 8,629 8,034 8,221 8,911 9,164
Doctorate 1,167 1,226 1,153 1,241 1,336 1,435
First Professional 2,004 1,761 2,080 2,042 1,993 2,008
Other 197 121 105 81 75 38
Total 44,694 46,015 45,831 46,309 47,624 49,299

TWO YEAR CAMPUSES

1980-81 1982-83 1984-85 1986-87 1988-89 1990-91

Associate | 8,379 10,846 10,841 10,062 9,446 10,471 |

NOTE: Academic year is from July 1 to June 30.
1990-91 data is drawn from priliminary draft.

SOURCE: Ohio Board of Regents, Student inventory Data




Appendix C
Student & Faculty Profiles
1. Enrollment Patterns:
A) Age
B) Gender
C) Day/Evening
D) Full-Time/Part-Time
E) Ethnicity

2. Faculty Rank
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TABLE 3
. Ohio: Student Headcount Enrollment by Age and Sector
Public Colleges and Universities
1930 and 1990

UNIVERSITIES
1980 T — 1990
. ' Under 16 -
; 17
118 - 21
50.10% | "M 22 -
L 95 - 27

4 over 27

TWO YEAR CAMPUSES

1980 . 1990

| Under 16 -17 |
' 1s - 21

35.86% 1
'l 22 - 24
|

. | TJo5 - 27

K i
1] over 27

. SOURCE: Student Inventory Data, Ohio Board of Regents
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TABLE 4
Obhio: Student Headcount Enrollment by Gender and Sector .
Ohio Public Colleges and Universities, 1980 and 1990

300000 - R ] -
' ’ / / :
250000 - 3
200000 - oL T
w.»1 ] Female
150000 A~ Male
_! .— - . .___——

100000 - [~ _
| ! i ; P I
| 0-
! Two Year Two Year Universities Universities
; 1980 1990 1980 1990
i
i

1980 _ 1990

Two Year Campuses Universities Two Year Campuses Universities
Male 54,253 129,724 65,217 132,161
Female 73,244 120,054 98,510 137,780
Total 137,497 249,778 163,727 269,941
SOURCE: Student Inventory Data, Ohio Board of Regents .
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TABLE & .

Obio: Student Headcount Enrollment, Full- and Part-Time by Sector
Ohio Public Colleges and Universities, 1980 - 1990

Two-Year Campuses
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TABLE 7

Ohio:. Stude:nt Headcount Enrollment, Ethnicity by Sector
Ohio Public Colleges and Universitics, 1980 and 1990

Two Year Camopus Enrollment by Ethnicity, 1330

L | Asian/Pacific Islander
= African-American

B3 Hispanic
Non-Resident Alien

86.23%
N Amer. Ind./Alaskan

Nat.

B Caucasian/White

Two Year Campus Enrollment by Ethnicity, 1980

[J Asian/Pacific Islander
&) African-American
Hispanic
Non-Resident Alien

Amer. Ind./Alaskan
Nat.

B caucasian/White
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TABLE 7 cont.
Ohio: Student Headcount Enroliment, Ethnicity by Sector
Ohio Public Colleges and Universities, 1980 and 1990

University Enrollment by Ethnicity, 1980

D Asian/Pacific Islander |
E= African-American

Hispanic

Non-Resident Alien

88.23% S Amer. Ind./Alaskan

Nat.

Caucasian/White ‘

University Enrollment by Ethnicity, 1990

D Asian/Pacific Islander
EE African-American
Hispanic

Non-Resident Alien

Amer. Ind./Alaskan
Nat.

Caucasian/White

Q 1yD
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TABLE 8
Ohio: FTE Faculty, By Rank, All Programs

0 Public Colleges and Universities, 1980 - 1990
Universities

16,000 1
14,000 1
12,000
10,000
8,000 1
6,000 1
4,000 1t
2,000

1990

B Academic ] Professor Associate B Assistant
Administrator Professor Professor

Graduate E Other
Teaching Teaching
Assistant Staff

Instructor

Two-Year Campuses

6,000 T

5,000 7

4,000 1

3,000 =+

2,000 1

1,000 1

. 1980 1990

NOTE: Two Year Campuses include Branches, Technical and Community Colleges

SOURCE: Basic Data Series, Ohio Board of Regents
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Appendix D
State-Level & Public College & University
Efforts to Improve Access




StATE-LEVEL EFFORTS
To IMPROVE ACCESS

In the 1988 policy study of the Ohio Board of Regents on student acoess and success, the following strategic
goals were stated:

1. To increase the number of individuals participating in higher education at each level (assodate,
baccalaureate, graduate, professional), with particular attention to minority students.

2. To increase the number of returning and continuing students in Ohio’s colleges and universities, with
particular attention to minority students.

3. To improve the rate of degree completion atall levels of higher education and in all colleges and universities,
with parricular attention to minority students.

4. To increase minority student enrollments, overa ten-year period, to at least proportional representation for
each college and university service area.

5. To assure that all students are accorded the benefit of faculty and a learning environment generally
representative of the racial/ethnic mix found in the service district of the college or university.

In an effort to achieve these goals, the following strategies have been used:

Student Financial Aid

Ohio Instructional Grants. The Ohio Instructional Grant Program, instituted in 1969, awards grants
for college tuition and fees based on income eligibility. More than 70,000 awards are made each year.

War Orphans Scholarships. Children of individuals disabled or killed by U.S. involvement in warare
eligible for scholarships for miition and fees at public colleges and universities in Ohio, and for partial

wition and fees at Ohio’s independent colleges. This program has been in existence since 1956 and
serves about 900 students annually.

Academic Scholarships. Each year, 1,000 high school graduates are awarded academic scholarships of
$1,000 per year for four years. Each Ghio high school nominates eligible recipients to this program,
which has been in place since 1976, and serves about 3600 students a year.

Student Choice Grants. In order to provide Ohio high school graduates with a variety of college and
university options, Student Choice Grants are awarded to Ohio students attending independent
collegesand universities in Ohio. The grants representanamountbased on the publichighereducation
instructional subsidies, and help to offset the tuition charges of independent colleges.

10




Access Improvement

e Access Improvement. This program has provided funds for the implementation of the acaess
improvement goals of the Board of Regents, and is used to sponsor conferences and workshops; provide
planning grants to institurions; and to fund innovative pilot projects targeted for access improvement
of underrepresented students, such as:

*  Appalachian Access and Success Project. This project involves the collaboration of colleges and
schools in the 29 Appalachian counties of Ohio to improve the college-going rate of high school
students in Southeast Ohio.

*  Teaching Leadership Consortium of Ohio. This consortium of five universitics, the Cleveland
Foundation, Ford Foundation and the Board of Regents, has developed a program to strengthen
the recruitment, retention, graduation and career success of minorities interested in the teaching
profession. Ohio is one of eight states in the nation targeted for paricipation in this Ford
Foundation project, and it is the only northem state participating.

*  Student Achievement in Research and Scholarship Program (STARS). STARS is designed to
increase significantly the number of African-American, Hispanic and Native American students
who receive doctoral degrees and choose careers in the professoriate. STARS faculty mentors
identify promising students at the freshman or sophomore year of college and help them pprepare
for graduate school and a career in college teaching and research.

e Postsecondary Education Demonstrution Laboratories. A ten-year demonstration project to bring
all area colleges and universities, school districrs, and community agencies together in the resolution of
student access and retention problems. Each of seven communities have planned collaboratively how
to keep students from “flling through the cracks” of the education system, and what type of
interventions are needed to improve the success of students at all levels of education. Demonstration
sites included Athens, Cincinnati, Cleveland, Columbus, Dayton, Youngstown and Meigs County.
(Funds were not provided in the Fiscal Year 1991-1993 appropriations to sustain these programs.)

Retention

« JOBS Student Retention Services Program. The federal JOBS (Jobs, Opportunitiesand Basic Skills)
program assists recipients of public assistance to become self sufficient by providing opportunities for
college training for a career. The JOBS Student Retention Services Program, a partnership between
the Board of Regents, Department of Human Services and Ohio’s two-year colleges, provides special
support services during the student’s first year of college, to help the student learn about existing college
resources and develop the motivation and self confidence to independenty achicve their educational

goals. More than 5,000 JOBS students have been served in this program since 1990, with an 80%
student retentior: rate.

o 100




Developmental Education. This budget line item provides funding for special materials, tutorals,
learning laboratoriesand other support services for developmental and remedial students on the college
and university campuses. Funds are also provided for the Early Mathematics Placement Testing
Program; Early English Composition Assessment Program; and the State match for federal Eisenhower
Program science remediation —all designed to pair college/university and high school faculty together
to improve the teaching and leaming process so that fewer students graduating from high school need
remediation when they attend college. (Funds were not provided in Fiscal Year 1991-93 to support
developmental education.)

Urban Initiatives. Central State University, in collaboration with Cuyahoga Community College and
the University of Cincinnati, have been focusing attention on the improvement of language arts skills
of school children and college students from inner-city environments of Cleveland and Cincinnati.
(Funds were not provided in Fiscal Year 1991-93 to support the Urban Initiatives Program.)

Articulation and Transfer. As directed by the Ohio General Assembly, the Ohio Board of Regents
developed a statewide policy on student articulation and transfer from one college to another within
thestate. The Board is now developingan electronic student transfer data base and student performance
tracking capability to fully implement the policy now in place.




ACCESS & RETENTION PROGRAMS

CAMPUS INITIATIVES

EARLY INTERVENTION (ie. college prep programs, career counseling, and
college information sessions for K through 12th grades)

Project Bridges
Cleveland State University

Wright Start
Wright State University

Making High School Count
University of Akron

STEP (Strive Toward Excellence
Program
University of Akron

SCOPE (Summer College and
Occupational Preview
Experience)

Youngstown State University

Urban Youth Camp
The Ohio State University/ATI

LINKS
Ohio University

College For Kids
Lakeland Community College

RECRUITMENT (traditional admissions
minority students)

recruitment efforts focusing on

Hispanic Outreach Program
University of Toledo

Explore Day
The Ohio State Universityv/ATI

Minority Student College Forum
Kent State University/Stark
Campus

Minority Graduate Recruitment
Cleveland State University

ACE
Edison State Community College

Project MIND
Bowling Green State
University/Firelands College

Graduate Minority Visitation
Program
University of Cincinnati

PRE-COL. EGE PREPARATION (ie. orientation, college prep programs, and
college survival skills for newly admitted students)

New Directions
Sinclair Community College

College Survival Skills for
High Risk Freshmen
University of Akron

New Minority Student
Orientation Piogram
Sinclair Community College

Project CAP (College
Adjustment Program)
Ohio University

TLC (Tender Loving Care at the
Tech Learning Center)
Muskingum Area Technical
College

Pre-Engineering Program (part
of Upward Bound)
University of Akron

M’SE Program
University of Cincinnati

*This is a sample of programs available and not a complete

list.




ACCESS & RETENTION PROGRAMS
CAMPUS INITIATIVES

FINANCIAL (incentives, rewards, scholarships etc.)

Project Excel
University of Toludo

Minority Incentive Award
Program
Lorain County Community
College

Foundation Scholarship (Summer
Institute)
Sinclair Community College

ACADEMIC PROGRAMS (ie. high risk student academic programs, math and
writing labs, remedial coursework, study skills programs)

The Reading Recovery Project
The Ohio State University

STAY Program
Sinclair Community College

GROW Classes
Edison State Community College

Academic Skills Program
Kent State University/East
Liverpool Campus

Success Seminars
Clark State Community College

MENTORING/SOCIAL ADJUSTMENT PROGRAMS (ie. special interest housing,

mentoring programs, cultural rooms)

Mentoring Program
Cleveland State University

Young Scholars Program
The Ohio State University

Minority Student Support Group
Sinclair Community College

College Adjustment Program
Ohio University/Chillicothe

Minority Leadership
Development Program
Sinclair Community College

Matches
Shawnee State University

MONITORING/DATA COLLECTION (data collection and monitoring,

evaluation, early warning systems)

Midterm Grade Reporting System
University of Akron

Minority Student.’ Academic
Intervention Program
Sinclair Community College

Early Warning Program
Kent State University

Graduate Exit Interviews
Edison State Community College

Early Alert Program
Clark State Community College

Directed Studies Program
Edison State Community College

INSTITUTIONAL LINKAGES (transfer

agreements, adopt—a-school programs,

partnerships with businesses and other schools)

Partners in Excellence
Miami University/Hamilton

LINK Program (Adopt A School)
Cleveland State University

*This is a sample of programs available and not a complete

list.
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CCESS & RETENTION PROGRAMS

" A
CAMPUS INITIATIVES
———————

Minority Engineers Industrial
Opportunity Program
Case Western Reserve

Center for Articulation &
Transfer Opportunities
Cuyahoga Community College

University/Tuscarawas Campus

University
EECap Garfield Alliance
Kent State Miami University/Hamilton

I Know I Can Program
The Ohio State University

Middle School Career Program
North Central Technical
College

efforts, staff development)

RETENTION (ie. retention teams, campus climate, campus-wide education

The Culture Club
Raymond Walters College/UC

The Special Needs Program
University of Rio Grande

Retention Contact (Letters and
Phone Calls)

Kent State University/East
Liverpool Campus

Graduate Summer Bridging
Program
The Ohio State University

ASPIRE (Adult Support Program-
Initiation, Retention,
Education)

Raymond Walters College/UC

Minority Telemarketing
Registration Program
Sinclair Community College

*This is a sample of programs available and not a complete

list.




Appendix E
State-Level & Public College & University
Efforts to Improve Quality
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. ' STATE-LEVEL EFFORTS
To IMPROVE QUALITY

As a arefully designed, integrated package of quality improvement initiatives, the Selective Excellence
Program represented the Board's firstartempt to target funds toaspecificstatewide goal to beachieved in higher
education. Overall, the Selective Excellence Program has represented about 3% of the higher education
operating appropriations each biennium. This invesument by the state in the long-term qualitative gains in
Ohio’s higher education institutions is beginning to.reap many benefits. A comprehensive evaluation of the
Selective Excellence Program is currently being conducted, with results expected in October 1992.

The Selective Excellence Program indudes the following components which have been phased in over
several biennia:

¢ Ohio Eminent Scholars Program: Since 1983, 36 Ohio Eminent Scholar awards of $500,000 each
have been made to Ohio’s strongest public graduate and research programs, through a rigorously
competitive process. As of April 1990, Ohio’s Eminent Scholars have attracted more than $11 million
in externally sponsored research support to Ohio.

*  Program Excellence: A competitive program which recognizes Ohio’s best public undergraduate
programs, Program Excellence hasawarded 87 enrichmentgrants of up to $200,000each in recognition
. of high quality programs. Asa result of this competition, institutions have become more sensitiv- to
standards and measures of quality, and programs have benefitted from reviews by faculty pz.rs from
other colleges and universities.

* Academic Challenge Program: More than $140 million, compounded to reflect the six-year
commitment in the formula to programs selected by colleges and universities, has been invested in the
building of “centers of excellence” on Ohio’s college and university ampuses since 1985. Each ampus
was challenged to focus these resources on a few programs that were already strong or central to their
mission, in order to substantially increase the quality and prominence of those programs.

*  Research Challenge Program: Ohio, through the investment in Research Challenge, has signaled to
the nation that it is investing in its own future as well as aggressively seeking private and federal research
funds to support the development of new knowledge. In the 1987-89 biennium alone, the retum on
the state’s investment was $8.34 for every $1 of Research Challenge funds —~ resulting in over $183
million in externally sponsored grants.

*  Productivity Improvement Challenge: The community and technical colleges, as well as university
branch campuses, have been challenged through this program to improve the delivery of state-of-the-
art training and retraining programs for business and industry. The colleges have joined together,
through EnterpriseOhio, to deliver customized and on-site training services anywhere in Ohio theyare

. requested.




Complementary programs such as the Ohio Supercomputer Center, Ohio Acrospace Institute, and the
Edison Technology Centers have stimulated both basicand applied research in Ohio, raising the prospects for
cconomic revimlization. Ohio’s investment over several years in instructional and laboratory equipment,
attempting to keep pace with changesin technology, hasalso contributed to qualitative gains within the state’s

colleges and universities.
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PusLic COLLEGE AND UNIVERSITY
ErrorTs To IMPROVE QUALITY

College and university leaders strategically identify measures for assessing quality and institucional
effectiveness. The following is a sample of efforts to improve quality and measure outcomes on several college
and university campuses. The list is not intended to be exhaustive, but provide the reader with an overview of
the types of initiatives in place on Ohio’s campuses.

Institutions measure effectiveness and assess the quality of the academic experience through avariety of measures
and means, induding: :

» Institutionzl Self-Study

The Bowling Green State University Task Force on Managing for the Future is recommending that the
North Central Association self-study for the University be used as a framework for developing plans and
processes to improve quality and to achieve growth or change in the future by substitution rather than

accretion.

Use of the principles of Total Quality Management to improve quality and contain costs through
continuous improvement techniques.

Use of quality assurance surveys and the empaneling of permanent task forces charged with on-
going quality improvement.

Institutional examination of the definition of quality and productivity and reward structures for
faculty and staff.

*  Assessment of Student Performance

Ohio Univessity has developed a comprehensive approach to measuring effectiveness and quality on
campus. This multi-dimensional approach consists of the assessment of students while they are enrolled
and after graduation. Measures of assessment of quality include the following:

i The University experienced a 96% increase in the number of

Ingeased numbers of applicants,
freshman applicants (despite the 25% dedine in the number of Ohio high school graduates over the
last ten years.)
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Improved performance on sandardized tests, Average ACT scores of new fieshman increased 20% in .
ten years.

Decreased time to degree and student retention rates, Ten years ago, 52% of the entering class
completed a bachelor’s degree within five years. To date, under selective admissions, 70% of the
University’s freshman are expected to complete a bachelor’s degree within five years. This compares
with a national average of 50%.

Increased sarisfaction of students, Survey of students regarding satisfaction with various aspects of the

insdtuton.

80% of the 1980 bachelor’s degree recipients were employed within
one year of graduation and 90% of the 1990 class. Each year, over 70% of graduates reported working
in Ohio. Thus, the sate is not experiending a net migration of graduates to other states.

e Tracking of Graduates

Student retention rates and follow-up surveys of graduaes, For example, a follow-up study of North
Central Technical College graduates for 1987-88 indicated that 88.7% of those responding felt that
the course of academic study had prepared them for further study or employment in the workforce.

Graduare placement rates. For example, the Clark State Community College class of 1990 had a ‘
placement rate of 96% of all those available for employment.

Qther Strarcgics
Employer evaluation of recent graduates
Graduation rates
Survey/tracking of students as they articulate from two-year to four-year campus

Surveying of local area of service to determine level of acceprability of college serviee to the
community

Informal/formal meetings with students

Evaluation of Faculty

Annual written evaluations, based on institutional mission and mix of teaching, research, service functons,
and employing such strategies as 1)student evaluations of teaching, 2)scholarlyactit ¢y, 3)quality and extent
of research, indluding importance of research and availability of external funding.

2
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Assessment of the quality of instruction and the curricular review process

Sindlair Community College has been recognized for numerous innovations in instruction. TV Sinclair
isan alternative course delivery system. Over 40 courses are offered each quarter through correspondence,
take-home video cassettes, commercial and cable television, or on-campus through videocassette or
audiocassette in a unique Individualized Learning Center. In addition, Sinclair recently entered into an
innovative partnership agreement with Wright State University and Greater Dayton Public Television to
provide Instructional Television Fixed Service (ITFS).

Periodic academic program review

‘Wright State University, for example, reviews academic programs every five years. Some of the factors for
analysis include: number of students, number of faculty, student/faculty ratio, dass size, library holdings,
student scores on standardized test (GRE, GMAT, LSAT, etc.), percentage of students employed within
spedific years of graduation, percentage continuing with graduate education, percentage of courses taught
by graduatestudentsoradjunct faculty, percentage of womenand minoritiesamong graduates ofa program.

Muskingum Area Technical College engages in an Annual Academic Program Review Process. Academic
programs with a history of low enroliment, low retention, limited graduates and/or lack of job placement
has resulted in the deactivation of such programs.

Columbus State Community College, through its annual )
provides both a statistical profile and a written analysis of productivity in each academic unit. Information
from these reports is used to identify areas of low productivity (e.g., decreasing numbers of students, low
cost analysis ratio, poor placement rates, or substandard evaluation scores) as compared with college-wide
standards. The design.of this model began almost 12 years ago, and has been cited as an exemplary
institutional practice. It has also received national attention and publication as well as an award from the
National Council for Researchand Planning in 1983. Asa partof the report, deparemental “status reports”
connect each department to three critical components of Columbus State’s mission ~student access,
educational excellence, and accounmbility—and to the institution’s Strategic Plan.

As one example of good practice in the area of departmenal program review, the Cleveland State
University’s Managing for the Future Task Force evaluated various programs of study, specificallyattending
to issues of ovious duplication or obsolescence, in order to recommend programs (both administrative and
academic support services) for consolidation or elimination. Throughout this process, they applied the
following criteria, 1)centrality of mission, 2)quality, 3)demand, 4)comparative advantage, and 5)costs. The
evaluative forces of these criteria, coupled with the principles of Total Quality Management, provided
specific indices for resource allocation and resulted in spedific recommendations for structural changes
resulting in targeted savings of more than $2 million. Asa complement to this process, the Task Force also

recommended a reorganization of the universityand a strengthening/recommitment to an utban university
mission.

.
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¢ External evaluations of performance, institutional effectiveness and quality

Forexample, since 1985,90% of Wright State
University’s nursing graduates have passed board exams on the first attempt.

Periodic reviewof accrediringagencics/boards, Reviews ofinstitutional/program effectiveness through such
accreditingagenciesas North Central Association of Collegesand Schools, the Ohio Board of Nursing, the
Nationa! Court Reporting Association, and the Accrediting Board of Engineering and Technology, justto

naine a few.

Effrs 0 mproue Retcion & Academnic S

The Comprehensive Leamning Center at North Central Technical College provides special dasses and

academic support services to encourage/promote student retention and academic success

Through established academic standards, Youngstown State University evaluates incoming students for
deficiencies and for placement into the appropriate level coursework (i.c. remedial or honors). Inaddition,
YSU provides oriencation sessions for students to ease in their transition.

Muskingum Area Technical College connects issues of academic quality and access/retention issues
through mandatory testing and placement of students in reading, writing, and mathematics, and through
the Keys program that provides support group activitics for new students and through the Aggess program
specifically designed for students who have not been in school for at least 10 years.

The Youngstown State University Foundation, a private organization, annually contributes 85% of its
money to fund scholarships amonnting to $2,445,513.

The Sugcess program at Marioz Technical College personalizes services toward special needs populations
and serves Aid for Dependent Children recipients who are “high risk.” The program hasa 90% retention
rate and is very effective at getting individuals off welfare.

Central State University’s Adopted School Program is a collaborative effort berween the University and
local school districts that provide opportunities to educate “at risk” students by implementing a program
which a) encourages student self-identity, self esteem, self concept, and self worth; b) motivates students to
pursue higher education; ¢) encourages excellence and scholarship; d) encourages student concemn for one
another; ) promotes literacy leaming, communication activities (reading, writing, listening), and thinking
skill acrivities. Ten schools have been “adopted” since the beginning of the program in 1986.

Through collaboration and cooperation with otheragenciesand organizations in the community, Shawnee
State University is attempting to improve quality of service through cost saving programs that provide, at




no costto the University,a communityserviceanda “feeder system” for recruiting students. These programs
indude several funded initiatives through the Community Action Organization (Career Life Planning, the
GED program, Adult-BASICS). In addition, a local industry (Martin-Marietta) has provided funding for
several programs such as the Math-Science Academy for high school students, providing an excellent
recruiting device for potendal freshman.




Appendix F
State-Level & Public College & University
Efforts to Increase Efficiency
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STarE-LEVEL EFFORTS
70 IMPrROVE EFFICIENCY AND INCREASE COST SAVINGS

Subsidy formula. The higher education subsidy formula encourages cost-containment by allowing
institutions to keep the money they save through prudent use of resources. Having their own “rainy-day” funds
makes it possible for the colleges and universities to survive the instability in state funding.

Efforts to strengthen the preparation of high school students for college. A variety of early interventdion
programs have been used to reduce the need for remediation of high school graduates, and increase the chances
for student success in college.

*  Since 1980, the Ohio Board of Regents has conducted a survey of college and university remedial course
enrollments in mathematics and English, providing a copy of the study to each school district in the
state.

* In1981 the Board of Regentsand the Board of Education developeda college-preparatory curriculum
to strengthen the academic preparazion of college-going students. Ohio’s high school students who
successfully complete the college-preparatory curriculum are admitted unconditionally to the state’s
universities; without having completed the college preparatory curriculum, the studentis conditionally
admitted and placed in remedial courses if needed. The two state-level Boards are currendy developing

atechnical-preparatory curriculum to strengthen the preparation of students for success in community
and rechnical colleges.

¢ For more than a decade, the Board of Regents has funded programs that involve college/university
faculty and school teachers in parterships to improve student learning in mathematics, English and

science.

*  Over 60,000 high school juniors are tested for their college readiness in mathematics through the
Early College Mathematics Placement Testing Program administered by the Depatament of
Mathematics of The Ohio State University. If needed, the students can then take additional
mathematics courses in their senior year to prepare for college.

*  Through the Early English Composition Assessment Program, thousands of high school student
writing samples have been assessed, and the teaching of writing in the schools has been improved.
Approximately 35 Ohio colleges and universities have participated in this program since 1984.

Thefederal Eisenhower Mathematicsand Science Education Improvement Program was created
by Congress in 1984 and is used in Ohio to pair college faculty with elementary and secondary
teach.rs to strengthen curriculum and teaching methods and to provide creative ways to stimulate
student interest in science.




e Project Discovery links schools, colleges and universities together on a regional basis to systemically
improve the teaching of mathematics and sciencesatall levels. This project is one ofa few nationwide
to receive a multi-year National Science Foundation grant.

These efforts, combined with the college-preparatory curriculum and conditional admission standards,
haveled to a reduction in mathematicsand English remediation levels in most of Ohio’s public universities, and
improved the academic success of students. The majority of srudents who need remedial coursework are now
attending university regional campuses, community colleges and technical colleges.

Linking colleges and univessities through technology. Several investments have been made in long-term
cost-containment strategies through the developmentand usc of technology for rescarch, teaching, administra-
tion, and inter-institutional communication:

e The Ohio Supercomputer Center was established in 1987 to provide subsidized computing resources
to Ohio faculty and administrators. The services of the Center are now available to Ohio research
universities, both public and private, and to industry subscribers who pay a fee for use of the
Supercomputer. The Supercomputerlinkagesarealso used to support OhioLinkand OARnetand will
be used to support the statewide articulation and transfer of students.

e OhioLink, still in the development stage, will provide state-of-the-art library information and retrieval
by linking the state’s principal public and private academic libraries electronically to create a single
collection of enormous magnitude. When fully operational, students, faculty and researchers will be
able to quickly locate and retrieve materials regardless of their location around the state.

e  OARnet (Ohio Academic Resource Network) is the regional electronic network for the state of Ohio.
Itservestheentire highereducation community, providing Ohio accesstoscholars worldwide. OARnet
also directly supports the research efforts of Ohio’s business and industry. The Ohio Supercomputer,
OhioLink, and databases of various types are accessible through OARnet. [ONet, the electronic
network linking the two-year campuses, is being merged with OARnet to streamline operations.]

Encouraging collzboration, avoiding duplication. The most notable atempts to foster inter-institutional
collaboration have been in research, job training, and health/medical education:

¢ The Northeast Ohio Universities Provost Group, which indudes Cleveland Suate, Kent State,
Youngstown State and Akron Universities, has been working for several years on joinc planning of
graduate degree programs in order to avoid duplication and to save costs by sharing resources.

o The Medical College of Ohio at Toledo, and Northeastern Ohio Universities College of Medicine

cachwotk with their neighboring collegesand universities to provide educational programsin medicine,
nursing and allied health fields, as well as collaborative research in basic medical sciences.
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'EnterpriseOhio is the two-year college network for customized job training and retraining for business
and industry. Through the network, campuses share expertise and resources so that these services can
be provided anywhere in the state they are needed.

The Ohio Aerospace Institute and the newly formed Materials Network (MATNet) draw scientists

and engineers from Ohio universities and industries together to maximize the state’s potental gains
from the creation and application of new knowledge.

Area Health Education Consortia for more than a decade have linked on a regional basis university

medical and health resources (teaching, researchand serviae) more dosely to community needs and the
resolution of community problems.

+ '
1 I)
st




PusLIC COLLEGE & UNIVERSITY
ErrorTs TO IMPROVE EFFicIENCY & INCREASE COST SAVINGS

The college and univessity task forces identified a number of managementand cost-conminment strategies
that could be used at the state-wide level and on the campuses to provide the highest quality services at lowest
cost. The following isa representative sample of these strategies, and in some cases, specific institutiona! efforts
are highlighted. A number ofthe initiatives have been in place forsome time. For example, energy conservatios:
strategies were begun in the early 1970’s spurred on by the oil crisis. Other strategies are recent inventions as
a result of the increasing use of technology to support administrative and academic services or as a result of
growing concern regarding the cost of providing health care benefits to employees. In many cases, efficiencies
in the following areas not only represent significant cost savings but also provide substantial enhancements to
the quality of instruction provided on the campus.

Contain Costs

Clarify and communicate institutional mission. Eliminate those programs and services no longer central
to the mission.

Review programs for centrality, quality and demand, to determine if the program/service should be
‘ enhanced, continued, consolidated, reduced or eliminated.

Review support services for centrality, connection to other services, process improvements needed, and
policies, rules and practices that need to be revised or eliminated.

Mission/policy change in the Division of Continuing Education. (University of Toledo) To better
meet the carcer-related needs of the community, the Division of Conrinuing Education has

refocused its mission. The Division is 2 completely self-supporting oper.ition and in the past,
surplus revenues from this activity have been transferred into the University general fund to support
other operations. The policy change will reduce the number of personal interest courses and focus
instead on those endeavors that will assist Toledo residents in returning to work.

¢ Dewlopmoreeffective staffing patterns. Rely more extensively on student workets, recruiting volunteers,
and introduzing flexible schedules.

“Loaned Executive” Assistance. (Sinclair Community College) The College augments thinly staffed
technical functions (insurance, employee benefits, investments) through the use of outside services, thus
avoiding the cost of adding permanent full-time employees to the College (i.c. purchasing consultant,
insurance consultant, physical plant consultant, attorney, architect, graphic designers, photographers,
etc) and allows for the purchase of services on an as-needed basis.
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Area Maintenance Shop. Miami University) Within the physical facilities area of the university, work
formerly done by skilled trade dlassifications has been reassigned to more cost effective semi-skilled
workers who are capable of handling the work. This has resulted inan annual savings of approximately
$60,000. Other savings in the physical facilities area have been realized through the effective use of
personnel. For example, supervisory stafthave been strearalined throughatwrition fora $37,000 annual
savings and improved scheduling and the use of overtime payments have resulted in a savings of
approximately $30,000 annually. In addition, the in-house design of mechanial/electrical systems
constructions projects has saved $80,000 to $125,000 in consulting fees.

Early Retirement Incentive Prograim. (Clark State Community College) Since the implementation
of the program, the College has saved $250,000 annually. The original investment of pay-out funds
was recovered after the first 18 months of operation.

Orher Strazegies:

Use of adjunct faculty to improve efficiency and provide necessary flexibility for ebb/flow of
enrollment profiles

Use of student workers to reduce costs and provide employment for economically disadvantaged
students

Providing incentives in licu of salary increases (i.c. personal days)

Monitor overtime employment of staff and employ use of shift and alternate days off strategies

Provide variable term contracts (9 month, 10 month, 12 month)

Provide variable work week schedules in offices which experienae highsand lows (weekly, monthly,
seasonally) in workload

Use of four-day work weeks in which staff schedules are rotated but the office unit continues to
operate for full service hours

Development of procedures for “sharing” support services (i.c. secretarial)

«  Usetechnology. Streamline communications, improve processes and decisions, and increase instructional
productivity within institutions as well as among institutions.

(Columbus State Community College) - The
College’s administrative computer system provides daily, up-to-date information on admissions,




registration, course enrollment, and student performance. The availability of adjunct faculty,
combined with this current information, enables the college to expand or reduce course sections each
quarter to accommodate fluctuating student enrollments.

Inswallation/Maintenance/Repairof Equipment. (Bowling Green State University) The University has
been performing its own microcomputer installation, repair and maintenance resulting in a savings of
over $150,000 peryear. Similarly, the University installs, maintains, and repaits single line telephones.
Contracted service for this would cost over $150,000 per year.

her S ies:
Cross referencing of student, employees, alumni to eliminate duplication of mailing
Use of postal pre-sort services and reduction of overnight mail service
Consolidation of all appropriate university-wide memos/notices into one weekly notice

Development of a single data base for student records with decentralized access for such student
servicearcas as Admissions, Registrationand Records, Student Financial Aidand Student Accounts

Implemenation of a telephone registration system to improve service to students and ease the
registration process

Monitoring of optimum dass size for planning/scheduling purposes

Consolidate purchases. Collaborate with other colleges and universities or community organizations,
especially for big-ticket items such as insurance (bealth and risk) and equipment.

Group Purchasing Plans (Jefferson Technical College). To maximize the purchase of goodsand services
the college maintains membership inand uses the purchasing contracts of the Inter-University Council
and the Educational and Institutional Cooperarive purchasing groups. The collegeis currendy working
with the other two year colleges regarding the formation of agroup for the purpose of obraining lower
rates for workers’ compensation and property/liability insurance.

Reduce energy and maintenance costs. Reduce energyand maintenance costs through deliberate planning
and action.

(Ohio University). The Energy Management Program, through
individua! projects that have impacted the use of all utlities (coal, gas, elearidity, and water) has had
a total cost avoidance estimated at $5,554,779 over the first ten years of the program. An investment
of $490,798 in the last four years alone has resulted in a costavoidance for the same time period of more
than $3 million.
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Energy Management System. (Kent State University) The Energy Management System controls and
monitors critical building functions, providing the eatliest possible alert to fires, floods and technical
programs that could, ifundetected, cause ignificant damage to facilitiesand disruption of services. The
EMS and other energy-related measures set in motion since the mid-70’s have resulted in a 28%
reduction in energy use on campus. Conservatively, this translates to asavings of $3.5 millionin energy
Costs.

University Recvding Program. (Miami University) The University Recycling Program is presendy
recovering 35% to 37% of the solid waste stream, which is approximately comparable to the waste
generated by 50 academic and administrative buildings. In addition, the National Association of
College and University Business Officers has singled out the physical facilities department at Miami
University for many cost reduction awards. Awards for the “Use of Semi Trailers for Storage”,
“Refurbishing of Classroom Furnishings in Lieu of Replacement with New Furnishings”, “Low Cost
Modification of Electrical Distribution System to Provide Common Secondary Neutrals:, and
“Reducing Solid Waste Disposal through Recyding of Polystyrene (Styrofoam)” have been received.
The annual savings of these programs amounts to $180,000 with an additional $130,000 in cost
avoidance.

Competitive Bid Process. (Clark State Community College) The College has reinstituted comperitive
bidding processes for insurance and maintenance (heating and cooling) contracts with resulting
reductions in expenditures of $60,000 per year since 1988.

Fagilities Maintenance Program. (Youngstown State University) The preventive maintenance
program of the University provides for operating and maintenance expenditures 18% below the
national average ($2.63 per square foot versus $3.21).

Space Utilization (Ohio University). Thespaceutilization and management plan s continually revised
to have a cost efficient and appropriately sized system-wide physical plant. A key partof this plan s the
development of procedures to use classroom space more effectively and provide more options for
students to take classes during the entire day and throughout the week, thereby reducing the number
of courses scheduled ar competing times. Procedures were put into effect to insure that each academic
deparment offers at least 10 percent of its classes at 8 2.m., 10 percent at 12 noon, and 10 percent after
3 p.m. Also, cach department must offer at leasc 15 percent of its classes on Friday. The program has
resulted in a reduction of student course closeouts and a significant increase in classroom utilization.

\ddicional Smaresies:

Use of night and weckend ser-back temperatures for heating/cooling to save energy during
unoccupied building status

Replacement of building lights with long life, low wattage fluorescent type lights




Installation of energy efficient replacement windows throtighout the campus

Transition from coal to gas fired boilers to effect more cost effective, environmenally safe service
Use of computerized controls of energy systems

Insrallation of an energy saving roofing system

» Collaborate. Collaborate with other colleges and universities in program and service delivery by shasing
faculty, equipment, space, curriculum, and other resources.

ing (Muskingum Area Technical College) Muskingum Area Technical College
shares facilities and staff with nearby Ohio University - Zanesville Branch. These campuses share plant
operations, athletic and physical education fadilities, library services, food service, security, student
activities, maintenance, and bookstores.

* Privatize. Privatize those services that can be done more cost effectively by private vendors, e.g., custodial
and food services.

hncrease Productivi

‘ * Setinstitutional expectations for faculty work load. Set expectations that are consistent with mission and
make the most appropriate use of faculty time and talents.

* Develop waystoincrease theamount of studentlearning generated with each hour of faculty instruction.
Use technology, innovative teaching/learning methods to enhance student leaming.

Eduatonal Delivery Program & Technology.(Ohic University) The Telecommunications Center,
with the assistance of Regional Higher Education, has installed a higher education microwave system
linking all five of the University’s regional campuses with the Athens campus. The basic purpose of the
system is to allow a faculty inember on one campus to teach students simultaneously on two or more
campuses. Over 60 hoursaweek are used forinstructionand other microwave times are used to conduct
teleconferenae meetings, training, and student job interviews. The system is also used forall telephone
trunk lines between the campuses. The cost savings in faculty salaries, travel and telephone tollsare over
$500,000 per year.

Individualized Leamning Center (ILC). (Sinclair Community College) ILC provides educational
opportunities for students enrolled in eighty different courses. Instruction is delivered in a central
location via audio-tutorial, video tape, and computer-assisted instruction. A Testing Centerisadjacent
to the ILC which enables studentsto take formative and summative tests as they progressindependently
through a course.




Conversion from Academic Quarrers to Semesters (Edison State Community College). The College
will convert from quarters to semesters in Fall 1993, thus saving a minimum of $110,000 annually to
register students twice a year instead of three times. This conversion will provide a better leaming
environment for students as well as lessen costs. '

iche ion. (Sinclair Community College)
The Council, which promotes inter-institutional cooperation and cost effectiveness, provides such
opportunities to the College as 1)cross-registration that permits students to enroll in courses not
availableat Sinclair, butavailable at other member instirutions, 2)cooperative libraryactivitiesinduding
acquisitions, cataloging, serials, review, staff development, and inter-library loan of printand non-print
materials,; 3)maintenance ofan office at Wright Patterson Air Force Base to provide college educational
information and services to interested personnel.

Other Strategies:

Use of local health care and human services agencies to provide supervision of college student
practicums and absotb costs of these teaching/learning opportunities

Curriculum revision to focus on core academic issues and to eliminate spedalty courses
*  Provide incentives. Reward increased productivity in all parts of the institucion.

e Use Totai Quality Management principles. Develop more effective management and instructional
processes.

Total Quality Assurance Program (Lorain County Community College) The College is in the second
year ofimplementation ofa Total Quality Assurance Program to insure the effectiveness of its programs
and services and to promote the process of continuous improvement.

Reform or Restructure
*  Develop “system” goalsand structure. Develop “System” goalsand structure for highereducation in Ohio.

* Institute systematic short- and long-range planning. Systematic short- and long-range planning should
be instituted on each campus and at the state level.

Straregic Planning Progess. (Clark State Community College) The College has engaged in a strategic
planning process asa means for evaluation and improvingservice. Since 1985, the College has reduced

annual exp=nditures by $560,000 while planning for the transition to state community college thatwas
accomplisiied in 1988.
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’ *  Create a flexible and adaptable organizational structure.
* Encourage innovation. Encourage innovation in instruction and management.

Medical Telecommunictions System. NEOUCOM) NEOUCOM, with the assistance of the
University of Akron, Youngstown State University, Kent State University and the Northeastern
Educational Television of Ohio consortium (NETO), has completed the developmentand installation
of a two-way interactive color television network among hospitals n the Akron, Canton and
Youngstown dinical campuses. The system provides two-way interactive teaching and conferencing
activities among the three consortium universides and eight major teaching hospitals. Associated cost
savingsindude, butare notlimited to minimizing the duplication of faculty effort, reducing the number
and amount of stipend payments associated with visiting professor programs, reducing training costs
associated with faculty/staff development, and providing a system for data transmission.

Health Care Cost Containment Program (Ohio University). The University operates a self-funded
healthbenefits program. In January, 1992, changes were made in the plan to provide greater cost savings
and included: a graduated deductible payment that increases with higher staff salaries, increased share
of cost of prescription drugs, instituted pre-tax spending accounts to assist the employee in defraying
medical costs, increased areas covered under the utilization review program. The overall health care cost
avoidance for fiscal year 1993 is projected to be in excess of $500,000.

. Pooled Insurance Carrier (Kent State University). Kent State University and 16 other Cleveland-area
public and private colleges and universities that constitute the Cleveland Commission on Higher
Education are exploring the possibility of jointly purchasing health insurance for their employees (the
combined cost of which has reached a staggering $43 million).

* Foster collaboration and partnerships. Foster collaborative efforts between colleges and universities,

community organizations, and business and industry.

Community Based Consortium (Northeastern Ohio Universities College of Medicine). As a free-
standing community based medical school, NEOUCOM isa leader in collaborationand cooperation.
The structure of NEOUCOM enables the College of Medicine to deliver a high quality program
without enormous capital expenditures typically associated with the development of academic health
sciences centers. The eight major teaching hospitals provide students with access to excellent fadilities
(approximating $717 million in buildings and equipment) and total operating budgets in exces of
$1.151 billion dollars.

Inthe next decade, NEOUCOM will achieve additional economies through cooperative/collaborative
endeavors such as the Cooperative Regional Library Depository. In this efforr, NEOUCOM will
construct and operate a high density, shared library storage facility combining filing, retrieval, and
delivery services to provide cconomical storage of low-activity library books and other boxed materials.
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The building will be a shared facility for use by The University of Akron, Cleveland State University,
Kent State University, the Northeastern Ohio Univessities College of Medicine and Youngstown State
University. ‘

NEOUCOM will also construct and operate a Clinical and Basic Sciences shared rescarch facility. The -
College of Medicine has seven basic medical sciences departments located at the Reotstown campus
and coordinates nine dinical departments among eight major teaching hospitals comprising clinical
campuses in Akron, Canton and Youngstown. The Collaborative Research Fadility will not only
provided needed space, but will encourage collaborative research from all of these camipuses.

WM&W (Cleveland State University). A consortium of 32
colleges 2nd universities has been formed, using Cleveland State University as the fiscal officer, to save
cach school 37% on the cost of maintenance for computers supplied by DEC. Fora small ($10,000)
annual fee, Cleveland State University administers the agreement. DEC agreed to steep discounts on
maintenance costs by centralizing their billing. Toral savings in 1989 were $574,270 and $606,970
in 1990.

Incr, on-S;

« Remove caps on tuition and fees. Removing the caps on tuition and fees allows boards of trustees the full
authority to balance institutional budgets in times of fiscal stress.

e Charge user fees. Charge user fees for special services provided to students and community groups.

e Collect reimbursement for indirect costs. Indirect costs from auxiliary services, grants and contracts can
provide additional revenue.

o Increase private support. Foundations, alumni and friends are sources of increased private support.

+  Encourage donations of goods and services (especially equipment). Business and industry are sources of
needed goods and services.

*  Manage enrollments. Manage enrollments to generate and sustain maximum subsidy, tuition and fee
income while incurring only marginal increases in program expenditures.

e Increase Externally Funded Rescarch and Sponsored Activity.

. (University of Akron) The University has been aggressive in secking patent
protection for discoveries by its faculty and students. In 1991, the University hired an outside firm, on
a commission basis, to actively pursue licensing opportunities possible with University-owned
technology. In less than a year, the armangement has yielded several new agreements which could
produce significant licensing and royalty income in the furure.
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. *  Create profit centers from customized training for business and industry.

e Securea better return on institutional investments. This would require changes in Section 135.14 of the
Ohio Revised Code.




NATIONAL A SSOCIATION OF COLLEGE & UNIVERSITY BUDGET OFFICERS
Cost REDUCTION INCENTIVE AWARD WINNERS
Ouio PuBLC UNIVERSITIES

Several of Ohio’s universities have received national attention for cost-containmentefforts. These programs
serve not only the state but are models of best practice for colleges and universities across the country. Award
winners since 1987 are listed below.

1987

Miami University
International Mail Service by Means of Remailers

Medical College of Ohio at Toledo
Installation of Blow-Down Meters for Cooling

The Ohio State University
In-House Renovation and Maintenance Program for Parking Garages

1988

Kent State University
Boiler Jacket Heat Recovery

Miami University
Laboratory Equipment Retrofit

University of Cincinnati
State Universities of Ohio Motel/Hotel Discount Rates

1989

Miami University
A Shared Installation Plan: The University and the Bank

Miami University
Computer-Enhanced Student Athletic Progress Tracking System

Miami University
Instrumentation Laboratory Plastics Fabrication Program

132




1990

The Ohio State University
Bar-Coded Student Long Distance Service Registration

Bowling Green State University
Reusable glassware versus Disposable Papcrwarc

1991

Wright State University
Paperless Loan Applicaton Process

Miami University
Reducing Solid Waste Disposal Costs




Appendix G
Revenue & Expenditure Sources for
Obio Public Colleges & Universities
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‘ TABLE 10
Federal Spending for Academic Research and
Ohio Colleges' and Universities' Percentage of Total
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f i
| M United States [ Ohio }
Federal Funds to Ur‘versities for R & D: FY 1982-1989

1982 1983 1984 1985 1986 1987 1988 1989
United States 4,554,475 5,024,330 5,448,821 6,246,181 6,456,743 7,241,001 7,719,162 8,516,849
Ohio 129,207 138,882 148,999 171,831 179,030 199,011 210,593 238,131

Ohio's % of US 2.84% 2.76% 2.73% 2.75% 2.77% 2.75% 2.73% 2.80%

NOTE: Dollars in Thousands

WRCE: NSF,Federal Support to Universities, Colleges and Nonprofit Institutions:
FY 1989, Washington, 1991

VLY

‘5
- \} v




TABLE 11
Ohio Public Colleges and Universities Source of
Instructional & General Revenue by Sectors
Fiscal Years 1981 and 1991

Fiscal Year 1981
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Fiscal Year 1991 ‘
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SOURCE: Basic Data Series, Ohio Board of Regents
NOTE: Dollars in Thousands
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TABLE 12
Ohio Public Colleges and Universities Source of Instructional &
General Revenue by Selected Universities
Fiscal Years 1981 and 1991

Fiscal Year 1981
$37,167
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Fiscal Year 1991
$75,612 $109,015 $545,465 $289,461
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TABLE 13

INSTRUCTIONAL& GENERAL EXPENDITURES*
DISTRIBUTION BY FUNCTIONS

Adjusted % of % of
FY 1981* Total FY 1991 Total
STATETOTAL
Instruction & Research $€37,113 58.0% $1,406,011 57.3%
Academic Support $140,701 12.8% $324,872 13.2%
Student Services $66,804 6.1% $152,504 6.2%
Institutional Support $119,787 10.9% $301,463 12.3%
Subtotal $327,292 29.8% $778,839 31.7%
Plant, Operation, &
Maintenance $133,238 12.1% $268,863 11.0%
TOTAL $1,097,643 100.0% $2,453,713  100.0%
UNIVERSITIES & BRANCHES
Instruction & Research $563,867 59.2% $1,229,934 58.5%
Academic Support $125,327 13.2% $290,081 13.8%
Student Services $51,970 5.5% $113,553 5.4%
Institutional Support $95,167 10.0% $240,696 11.4%
Subtotal $272,464 28.6% $644,330 30.6%
Piant, Operation, &
Maintenance $115,699 12.2% $229,661 10.8%
TOTAL $952,030 - 100.0% $2,103,925 100.0%
COMMUNITYCOLLEGES
Instruction & Research $46,033 48.0% $107,744 48.5%
Academic Support $11,204 11.7% $22,408 10.1%
Student Services $10,206 10.6% $26,374 11.9%
institutional Support $16,240 16.9% $39,996 18.0%
Subtotal $37,650 39.3% $88,778 40.0%
Plant, Operation, &
Maintenance $12,238 12.8% $25,423 11.5%
TOTAL $95,921 100.0% $221,945 100.0%
TEGCHNICAL COLLEGES
Instruction & Research $-7,213 54.8% $68,333 53.5%
Academic Support $4,170 8.4% $12,383 9.7%
Student Services $4,628 9.3% $12,577 9.8%
Institutional Support $8,380 16.9% $20,771 16.2%
Subtotal $17,178 34.6% $45,731 35.8%
Plant, Operation, &
Maintenance $5,301 10.7% $13,779 10.8%
TOTAL $49,692 100.0% $127,843 100.0%

*(Exciudes Rio Grande)

SOURCE: Basic Data Series, 1981, 1991. Ohio Board of Regents

142




. TABLE 13 - Illustration
Instructional & General Expenditures (Excluding Rio Grande)
Distribution by Functions

$2,500,000 1

$2,000,000

$1,500,000 §1,007, 643

$1,000,000 e
$0

State Total
$2,453,713

Adjusted FY
1981

Adjusted FY
1991

D Plapt,_ Operation, &

. Maintenance

B In-titutional Support

Student Services

O Academic Support

|| Instruction &
Research

$2,500,000 |
$2,000,000

$1,500,000

$952,030

$1,000,000

$500,000

$0

Universities & Branches Total

$2,103,925

Adjusted FY
1981

Adjusted FY
1991

. SOURCE: Basic Data Series, 1981, 1991, Ohio Board of Regents

NOTE: Dollars in Thousands




TABLE 13 cont.
Instructional & General Expenditures (Excluding Rio Grande)
Distribution by Functions

$250,000

$200,000

$100,000
$50,000

$0

$150,000

Community Colleges Total

Adjusted FY Adjusted FY
1981 1991

I
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Maintenance ] Academic Support

i i Support .
- Institutional PP - Instruction & Research

Student Services

$140,000
$120,000
$100,000
$80,000
$60,000
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Technical Colleges Total

Adjusted FY Adjusted FY
1981 1991

NOTE: Dollars in Thousands




TABLE 14
INFLATION—-ADJUSTED EXPENDITURES/STUDENT FTE
INSTRUCTIONAL AND GENERAL

. (Adjusted to FY 1991 dollars using CPI and HEPI; excludes Rio Grande)
81 — 91 81 — 91
FY 1981 FY 1991 % Change FY 1981 FY 1991 % Change
(CPI) (CPI) (HEPD) (HEP!I
STATETOTAL
Instruction& Research  $3,278 $4,137 26.2% $3,660 $4,137 13.0%
Academic Support $724 $956 32.0% $808 $956 18.3%
Student Services $344 $449 30.5% $384 $449 16.9%
Institutional Support $616 $887 43.9% $688 $887 28.9%
Subtotal $1,684 $2,292 36.1% $1,880 $2,292 21.9%
Plant, Operation, &
Maintenance $686 $791 15.4% $765 $791 3.4%
TOTAL $5,648 $7,220 27.8% $6,305 $7,220 14.5%
UNIVERSITIES & BRANCHES
instruction& Research  $3,633 $4,631 27.5% $4,055 $4,631 14.2%
Academic Support $807 $1,092 35.3% $901 $1,092 21.2%
Student Services $335 $428 27.7% $374 $428 14.4%
Institutional Support $613 $906 47.8% $684 $906 32.4%
. Subtotal $1,755 $2,426 38.2% $1,960 $2,426 23.8%
Plant, Operation, &
Maintenance $745 $865 16.0% $832 $865 3.9%
TOTAL $6.133 $7,922 29.2% $6,847 $7,922 15.7%
COMMUNITY COLLEGES
Instruction& Research  $1,834 $2,436 32.8% $2,047 $2,436 19.0%
Academic Support $446 $507 13.5% $498 $507 1.7%
Student Services $407 $596 46.7% $454 $596 31.4%
Institutional Support $647  $904  39.8% $722  $904  25.2%
Subtotal $1,500 $2,007 33.8% $1,674 $2,007 19.9%
Plant, Operation, &
Maintenance $487 $575 17.9% $544 $575 5.6%
TOTAL $3.821 $5,018 31.3% $4,266 $5,018 17.6%
TECHNICALCOLLEGES
instruction & Research  $1,941 $2,275 17.2% $2,167 $2,275 5.0%
Academic Support $297 $412 38.6% $332 $412 24.2%
Student Services $330 $419 26.9% $368 $419 13.6%
Institutional Support $598 $691 15.7% $667 $691 3.6%
. Subtotal $1,225 $1,522 24.3% $1,368 $1,522 11.3%
Plant, Operation, &
Maintenance $378 $459 21.3% $422 $459 8.7%
TOTAL $3,544 $4,256 20.1% $3,956 $4,256 7.6%

o . $ in thousands ter
. L (W)
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Table 16

REGIONAL STATE COMPARISONS
Fy 1988 - 1989

TOTAL
STATE EDUCATIONAL ADMINISTRATIVE

AVERAGE FTE SUPPORT EXPENDITURES*  EXPENDITURES
STATE ENROLLMENT PER FTE PER FTE PER FTE
ILLINOIS (5) 22,800 $6,199 $10, 447 $836
INDIANA (4) 22,287 $5,744 $9,684 $1,316
KENTUCKY (2) 16,596 $8,972 $16,142 $1,055
MARYLAND (1) 30,374 $8,189 $12,021 $1,094
MICHIGAN (4) 27,698 $6,540 $12, 622 $1,031
NORTH CAROLINA (3) 16,647 $9,387 $13,858 $1,060
NEW YORK (3) 15,708 $8,498 $10, 994 $1,365
OHIO (9) 20,978 $4,203 $8,820 $739
PENNSYLVANIA (2) 23,357 $5,455 $13,953 $1,509
TENNESSEE (3) 14,326 $6,369 $9,309 $723
VIRGINIA (5) 14,886 $6,492 $11,563
WISCONSIN (2) 28,119 $6,355 $11, 744
WEST VIRGINIA (1) 16,309 $7,414 $10,463 $1,228
REGIONAL AVERAGE 20,759 $7,135 $11, 900 $1,095
(without Ohio)
OH AVERAGE (N = 9) 20,978 $4,203 $8,820 $739

Notes:

Data compiled by John Minter Associates from U.S. Department of

Education data.

( ) respresents the number of public Category I (doctoral)
institutions in the state.

*Includes state support, tuition and fees but excludes fede:al support.
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TABLE 17

Staffing Analysis ’
Instructional and General Staff Only

Adjusted*
Fall 1980 Fall 1990 Ratio Staff/1,000 Student FTEs
FTEs FTEs % change Fall 1980 Fall 1990 % change

Statewide Totals
Faculty 17,650 20,679 17.2% 58.6 60.6 3.5%
Faculty Support 4,144 6,791 63.9% 13.8 19.9  44.7%
Other 20,083 24,471 21.8% 66.6 71.7 7.6%

Total Staff FTEs 41,877 - 51,941 24.0% 139.0 152.2 9.5%
Total Student FTEs 301,343 341,187 13.2%

Universities& Branches
Faculty 14,615 16,571 13.4% 64.9 62.4 2.5%
Faculty Support 3,935 6,410 62.9% 16.4 24,1  47.2%
Other 17,929 21,256 18.6% 74.7 80.0 7.2%

Total Staff FTEs 36,479 44,237 21.3% 152.0 166.6 9.6%
Total Student FTEs 240,054 265,581 10.6%

Community Colleges k
Faculty 1,929 2,598 34.7% 48.7 57.0 17.1%
Faculty Support 133 267 100.8% 3.4 59 74.5%
Other 1,445 2,061 42.6% 36.5 452  24.0%

Total Staff FTEs 3,507 4,926 40.5% 88.6 108.1 22.1%
Total Student FTEs 39,603 45,566 15.1%

Technical Colleges
Faculty 1,106 1,510 36.5% 51.0 503 -1.4%
Faculty Support 76 114 50.0% 3.5 3.8 8.3%
Other 709 1,154 62.8% 32.7 384  17.5%

Total Staff FTEs 1,891 2,778 46.9% 87.2 92.5 6.1%
Total Student FTEs 21,686 30,040 38.5%

* Adjusted to reflect change in status of Shawnee, Clark, and Columbus.

Fea
cn
N

Sawurce:
Staff FIT:s: Ohio Board of Regents. Basie Data Sanes. staffing section. Fall 1980 and Fall 1990
Student FTs: Ohio Board of Regents 1Y 1981 and 1Y 191 FIT- repests. |
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Table 17 - Illustration

Staffing Analysis: Instructional and Ganaral Staff Only, Adjusted Fall 1980 FTEs

Adjusted to Reflact Change in Status of Shawnee, Ciark, and Columbus.

Staffing Analysis: Instructional and General Staff Only, Fail 1990 FTEs

(Source: Ohio Board of Regents, Basic Data Series, Fall 1890}
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TABLE 20
Ohio Public University Faculty Weekly Workload
Percentage of Time Spent by Activity Type
Fall 1980, 1985, 1990
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Qo Qo
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l 1990

INSTRUCTION
ADVISING

DEPT. RESEARCH
PUBLIC SERVICE
ADMIMISTRATION

* Figures represent average of all faculty at the professor,
assistant professor and associate professor rank.
SOURCE: U.I.S. Faculty Service, Fell 1980, 1985, 1990, Ohio Board of Regents .
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TABLE 21

FACULTY LOAD ANALYSIS
. OHIO COLLEGES AND UNIVERISITIES

Fall 1980 Fall 1990 % Change
UNIVERSITIESTOTAL

Credit Hours Assigned 8.4 8.4 0.0%
Weekly Contact Weekly contact Hours 10.3 9.4 11.3%
Student Credit Hours Taught 241.0 217.0 10.0%
Estimated Class Size 28.7 25.8 10.1%
TWO YEAR CAMPUSES TOTAL

Credit Hours Assigned 12.3 12.7 2.8%
Weekly Contact Weekly contact Hours 15.6 15.4 -1.2%
Student Credit Hcurs Taught 282.7 252.5 —-10.7%
Estimated Class Size 27 19.8 -12.7%
BRANCH CAMPUSES TOTAL

Credit Hours Assigned 11.3 11.5 1.8%
Weekly Contact Weekly contact Hours 131 13.3 1.2%

tudent Credit Hours Taught 240.7 241.7 0.4%
stimated Class Size 220 221 0.3%

COMMUNITY AND TECHNICALCOLLEGE TOTAL

Credit Hours Assigned 13.3 13.8 3.6%
Weekly Contact Weekly contact Hours 18.1 17.5 —-2.9%
Student Credit Hours Taught 298.6 262.8 —-12.0%
Estimated Class Size 21.2 17.9 —-15.9%

NOTE: Ali two year campus averages are unweighted.

SOURCE: Basic Data Series, 1981 and 1991, Ohio Board of Regents
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FY 78
FY 79
FY 80
FY 81
FY 82
FY 83
FY 84
FY 85
FY 86
FY 87
FY 88
FY 89
FY 90
FY 91*
FY 92**
FY 93**

* estimate
** appropriation

TABLE 22

OHIO HIGHER EDUCATION
DEBT SERVICE AND

Debt
Service

$49,786,904
$62,529,601
$62,935,554
$71,996,330
$79,321,912
$89,004,552
$105,361,366
$126,848,077
$146,320,676
$175,316,577
$185,619,599
$217,839,723
$225,193,982
$235,865,859
$274,947,000
$298,991,382

Source: Executive Blue Books.

Total
GRF

Operating

$592,535,091
$664,239,987
$740,780,265
$755,088,685
$783,225,929
$830,839,051
$995,081,248
$1,100,890,211
$1,252,001,977
$1,384,446,275
$1,449,234,007
$1,532,811,188
$1,655,197,307
$1,708,785,562
$1,689,643,827
$1,857,289,692

GENERAL OPERATING DISBURSEMENTS

Debt
Service %

8.4%

9.4%

8.5%

9.5%
10.1%
10.7%
10.6%
11.5%
11.7%
12.7%
12.8%
14.2%
13.6%
13.8%
16.3%
16.1%
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FY 1984
FY 1985
FY 1986
FY 1987
FY 1988
FY 1989
FY 1990
FY 1991
FY 1992

FY 1993

Allowances

TABLE 23
PHYSICALPLANT ALLOWANCES
VIA HIGHER EDUCATIONFORMULA

Total
*

$1,285,431
$1,352,224
$1,501,563
$1,572,709
$1,760,282
$1,881,146
$1,984,587
$2,182,059
$2,262,186

$2,388,597

(8 in thousands)

Physical
Plant
Allowances
$174,773
$185,051
$201,404
$216,520
$234,327
$247,950
$244,029
$260,421
$271,415

$292,755

*Determination of allowances is based on five cost categories:
insiructional allowance, library acquisitions, support services,
selected student services, and physical plant.

SOURCE: Basic Data Series, Ohio Board of Regents

Percent
13.6%
13.7%
13.4%
13.8%
13.3%
13.2%
12.3%
11.9%
12.0%

12.3%

Foes
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TABLE 24
Space Analysis, 1980 to 1990

Adjusted*® NASF/FTE

Fall 1980 Fall 1990 Percent Percent

NASF NASF  Change 1980 1990 Change

StatewideTotals 44,866,174 52,748,923 17.6% 148.9 154.6 3.8%
FTEs 301,343 341,187 13.2%

Universities 39,010,626 45,052,802 15.5% 174.4 186.4 6.9%
FTEs 223,654 241,708 8.1%

Community Colleges 2,515,022 2,900,093 15.3% 63.5 63.6 0.2%
FTEs 39,603 45,566  15.1%

Branches & Technical 3,340,526 4,796,028 43.6% 87.7 89.0 1.4%
. FTEs 38,086 53,913  41.6%

*Adjusted to reflect change in status of Shawnee, Clark State and Columbus State.

**NASF = Net Assignable Square Feet, or sum of all areas in all buildings
assigned to, or available for assignment to, an occupant. Includes
space used for all purposes, including teaching, research, administration,
residential, and medical.




Appendix H

1. Executive Summary of the Faculty
Workload Report, 1992

2. An Example of Best Practice: Faculty
Productivity at Kent State University -
Preliminary Report
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EXECUTIVE SUMMARY
REPORT OF THE
STUDY COMMITTEE ON FACULTY WORKLOAD

Background

The statewide Managing for the Future Task Force has been charged with
examining all of the factors that affect the quality and productivity of Ohio’s
system of higher education. It is natural, therefore, that particular attention
would be paid to the role and responsibilities of faculty: faculty are the core
of higher education, and instructional personnel costs comprise more than
three-quarters of all higher education expenditures.

The Study Committee on Faculty Workload, which was composed of faculty
and administrators, equally representing two-year and four-year campuses,
approached its task of examining all of the aspects of faculty workload with
energy and determination. The Committee met 6 times between December
1991 and April 1992, and developed its recommendations after extensive
consultation with campus groups.

The Committee’s findings make clear that Ohio faculty are effectively and
productively engaged, both with regard to the expectations of the State and in
comparison with faculty elsewhere in the nation. Nevertheless, the Commit-
tee recommends changes that it believes will enhance the quality of teaching
in colleges and universities. In addition, the Committee proposes a mecha-
nism for reviewing faculty workload that will likely increase the overall
amount of instruction provided by university faculty. In order to understand
these recommendations, it is necessary to have a clear sense of the overall
nature of faculty responsibilities and of the organization of higher education
in Ohio.

Faculty Responsibilities

Teaching .

There is widespread agreement that the principal responsibility of faculty is
teaching. Unfortunately, we have not conveyed to the general public the
complex and demanding series of activities that are essential to effective
teaching. To employ an example that is better understood, the activities of
teachers are analogous to those of surgeons. Surgeons spend a relatively
small amount of their time in actual surgery; the bulk of their duties includes
keeping current with the latest techniques and technology, organizing and
preparing the surgical team before entering the operating room and following
up with patients. Faculty also must prepare and follow-up:




Japan, which has one
ofthe world's best sys-
tems of primary and
secondary education,
has a national law for-
bidding teachers from
‘'spending more than
four hours a day in the
classroom. The pur-
pose Is to make sure
that teachers spend
adequate time prepar-
Ing for teaching and in
assessing and Im-
proving the effective-
ness of classroom
time.

Before entering a class a faculty member must do the following:

* Read and experiment to be sure that his or her knowledge of the
subject matter to be taught is current and valid;

¢ Master the most recent technologies, such as computer hardware/
software or laboratory equipment;

* Prepare or revise lectures, laboratory materials and assessment
procedures to be certain that they contain appropriate content and
employ effective methodology;

*  Work with others (for example, laboratory staff and media support
personnel) to ensure that tht necessary assistance will be available.

After teaching a class a faculty member must do the following:
¢ Meet with students to follow up on questions and problems;

» Grade examinations, laboratory reports or the results of other required
activities;

In addition to teaching a class, faculty must engage in the following activities that
are directly related to instruction:

¢ Advise students on general academic issues including, for example,
completing an academic major or minor;

¢ Work with other faculty on matters related to curricu-
lum and student affairs.

"Half of all astronomi-

There is a strong consensus in the Committee, one that is widely re- ‘;‘:2 resear ‘;”"::z b’:"’;
. . . eIve

flected in the .nanonal literature, th.at faculty. must spend at least two my Ph.D. In the 70's.

hours preparing for class or following up with students for every hour ... An Introductory

they spend working directly in a classroom. The Committee also ;’9‘;’1’ ‘t"’”l"b“k I;’;':'

- . . . . s 's year will be

stresses the likelihood that this ratio will, over time, increase rather than outof date within three

diminish: years. Soreading cur-

rent literature and do-

* the explosion of knowledge makes it increasingly difficult for ing research Is man-

faculty to stay abreast of their fields, but the competitiveness

datory, because this
field Is constantly re-

of the employment marketplace makes it even more important newing lItself.” [Dr.
that instruction be at the cutting edge; Bernard W. Bopp, Dis-

tinguished University
Professor of As-

* the renewed emphasis on teaching critcal thinking skills as a tronomy and Director

way to prepare students for a rapidly changing society re- of the Ritter Observa-

. . . . . tory - University of
quires extensive out-of-class instructional time for the devel- Toledo]

opment and grading of examinations, papers, and projects;

the advent of new technologies -- particularly inexpensive multi-media computing

and high bandwidth communications -- offers the prospect of more productive

instruction of high quality in the near future. But preparing for these technologies in
the short-term will be very labor-intensive.
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Research

Faculty also do research. Teaching is the communication of knowledge while
research is the advancement of knowledge. It is clear that these two are
interrelated to the point of being inextricable. For example, a principal objec-

Research has many
forms. It can include
baslc research, funda-
mental Inquiry that has
no appiled objective
but often produces
one. Forexample, the
laser was a side ben-
efit of sclentific Inves-
tigation of the micro-
wave spectrum of am-
monla. Orresearch can
be very applied, as In
the focused study of
student early reading
problems that pro-
ducedtheextraordinar-
lly successful Reading
Recovery Program.

A chemlstry professor
at a technical college
performs about 20
hours a month in ser-
vice activities as the
safety Inspector for her
campus. One of her
roles In this activity Is
overseeing theremoval
of hazardous waste.
She also advises [ocai
industry on these top-
les.

tive of teaching is to instill in students a spirit of inquiry, a
curiosity about knowledge. These terms define research.
Research has, therefore, many dimensions:

* Research is essential to the economic advancement of
our society -- about 60 percent of basic research comes
from higher education; proximity to research pro-
grams is a major factor in corporate location decisions.

* Research is integral to teaching.

The University ofNorth
Carolina, In Its Long
Range Pian (1976),
notes: “Instruction
characterizes the re-
sponsibliities of the
University to commu-
nicate existing knowi-
edge to successive
generations of stu-
dents. Research char-
acterizes the respon-
sibiiities of the Univer-
sity for the advance-
ment of knowiedge.
Teaching andresearch
are thus complemen-
tary, not competitive.

* Research inspires the whole enterprise-- a
teaching institution must be a learning
institution.

Service
Faculty service includes assistance to the profes-
sion, to the institution, and to the community. All

. P : Each is stimulated and
facu.lty perform service to the institution, while strengthened by the
participation in professional and community other.”

service varies according to an individual’s aca-

demic discipline and the type of program. It is

important to note that public demand for faculty service is increasing in
many disciplines.

Higher Education in Ohio

Ohio’s large and diverse system of higher education represents a range of missions in instruc-

tion, research, and service. In the two-year sector, technical and community colleges offer

degree programs designed to prepare students for work in such fields as engineering and

medical technology; these colleges also provide service, for example in job training, to their

local communities. Also in the two-year sector, community colleges and branch campuses
rovide degree programs and course work that prepare students for transfer to baccalaureate

programs.
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Ohio’s universities have a variety of instructional mis- Two-Year College Sector .

. . + 10 Community Colleges
sions: some, like Central State and Shawnee State, are . 13 Technical éonege,

principally undergraduate institutions. Others, listed on * 24 Branch Campuses

the right, have programs that range from undergraduate University Sector

instruction through a number of master’s and professional g,",’;,’,’f,’,‘,’,’y’ with undergraduate pro-
programs, to doctoral work. Two, the Ohio State Univer- || - Centrai State Unlversity

sity and the University of Cincinnati, include extensive * Shawnee State University
doctoral offerings. ',”’,.’;.’."""‘ with some graduate pro-

« Unlversity of Akron

Bowling Green State University
Cleveland State University
Kent State Unlversity

Miami University

Medical College of Ohio

All of the universities support some level of research.
Since much of graduate study is training for research, the
bulk of research activity is connected with graduate pro-

grams. And, because much of research is multi-disciplin- Ghio University
: . Unlverslty of Toledo
ary and because the resources for graduate instruction and Wright State Unlversity

e @ 2 o o o o o o

research (for example, libraries) can often be shared, it Youngstown State University
makes sense for some universities to have large clusters of Universities with extensive doctoral pro-

.. grams
graduate-research activity. ¥ The Ohio State University

« University of Cincinnatl

There can be significant variations of programmatic mis-
sion within a university, however. Compare The Ohio
State University and the University of Akron. At Ohio State, nearly every

academic department offers the highest degree in the discipline, usually the

Ph.D. At the University of Akron it is the other way around-- only a few '
programs offer doctorates. But the University of Akron has a doctoral pro-

gram in polymer science that is, by any measure, one of the best in the world.

It is no accident that the University of Akron, which is in a region with many

industries that are dependent on polymers, has focused its resources in this

area. Another example of an institution with a comprehensive and wide-

ranging mission is the University of Cincinnati, which includes not only

many doctoral programs but also two-year colleges.

Faculty responsibilities and Institutional/ Programmatic Mission
The responsibilities of faculty vary, then, according to the mission of the
institution and the depariment in which they work.
This is especially true in universities, which
have more variation in types of responsi-
bilities than do two-year colleges. Faculty
workload in the university setting is, in
consequence, especially complex. As
mncaon(ssaw Figure 1 indicates, however, the
primary faculty activity within
Ohio's universities is teaching. This is
also true for Ohio's two-year campuses
with nearly three-fourths of faculty time
being devoted to instructional activities .

(Figure 2).
Figure 1: Distribution of Faculty Time - Ohio Universities.
Weighted Average of Full-Time Faculty - Professor,
Associate, Assistant iv

Admmiciswaton (9.1%)

Pubic Service (5.2%)

Dept Research (22 5%)

Advieing (7.9%)
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Figure 2

Average Percent of Time Devoted to Selected Activities in Two-Year Colleges

Weighted Averages of Full-Time Faculty - Selected Ranks

09 + (Professor, Assodiate, Assistant, Instructor)

Administration

Instruction Advising Dept. Research Public Service
B Community Colleges Branch Campuses Technical Colleges

Faculty with a principal responsibility for graduate programs usually teach fewer
courses and carry out more research than do their colleagues in undergraduate pro-
grams. The reasons for this are clear: the nature of graduate teaching requires a sub-
stantial amount of work that is not a part of a class assignment (for example, directing
theses and dissertations); and a significant level of research is integral to graduate
instruction. Despite the considerable costs, the Committee strongly endorses the funda-
mental importance of Ohio’s investment in graduate study and research.

The Committee also found, however, that there are situations in which faculty who do
not have graduate/research work as a central part of their responsibility nevertheless
have an assigned class load that is less than is appropriate for undergraduate programs.
Not all such cases are wrong. The Committee opposes taking a cookie-cutter approach
to faculty workload - there are many reasons why an individual in an undergraduate

program could have a significant research assignment and there
are equally valid reasons why a faculty member in - graduate
program could direct nearly all of his or her work to undergradu-
ate instruction. Department chairs, in consultation with deans
and senior academic officers, should have considerable flexibility
in individual assignments. In the aggregate, however, a
department’s average teaching responsibility should be consistent
with its mission. The report provides a mechanism for evaluating
and maintaining these relationships, and urges its adoption by all
universities.

The Committee also believes that the manner in which teaching is
evaluated must be fair, equitable, and comprehensive. Inconsis-
tent or inaccurate evaluation is detrimental to the quality of
instruction, especially at the undergraduate level. The Commit-
tee understands that it is difficult to evaluate teaching, but the

“Teaching, as pres-
ently viewed, is liko a
currencythat has value
in its own country but
can’tbe converted into
other currencles... For
teaching to be consid-
ered equaltoresearch,
it must be vigorously
assessed, using crite-
ria that we recognize
withinthe academy, not
Just in a single institu-
tion.® From The
Carnegle Foundation
(Ernest Boyer, Schol-
arship Reconsidered).




problems are too serious to be ignored simply because they are challenging. Administrators

often seem to base judgements of the quality of teaching primarily on student perceptions of
performance, which are easily secured but limited in value, rather than on information about ‘
the effectiveness of an instructor’s ability to present content in a way that promotes student

learning. Similarly, especially in universities, research (which is more easily quantified and

judged) appears often to be valued over teaching. The Committee recommends that Ohio’s

colleges and universities follow those in other states by adopting a comprehensive approach to
evaluating instruction that will ensure that faculty are rewarded fully for the quality and
effectiveness of their teaching.

Conclusions

Workload Should be Derived From Program Mission
While teaching, research, and service are activities common to all Ohio colleges and
universities, the emphasis given to them varies significantly according to the mis-
sion of the program and the institution.

National & State Studies Suggest Workload Is Derived From Mission
Numerous national studies confirm that the amount of time spent on various activi-
ties currently does vary according to the mission of the program or institution in-
volved. Such patterns are consistent throughout the country. State studies corrobo-
rate this finding; in every state where a full-fledged study had been conducted, the
patterns are almost precisely those found at the national level.

Ohio’s Norms Are Consistent With National Patterns .
Our own examination of data for Ohio reveals that the practices in this state are
virtually identical to natioral ones. Faculty service reports that are filled out every
year support this consistency. In community college programs in Chio, where
teaching undergraduates in their first two years is the prime component of instit.-
tional mission, workload expectations emphasize teaching and service, as national
norms would predict. Similarly, in programs that involve graduate teaching and
related research activity, the patterns in Ohio resemble those observed everywhere
and show an increased emphasis on research and scholarship.

Workload Includes All Professionai Faculty Activities
Workload includes far more than the hours spent in the classroom alone. Workload
expectations must take into account class preparation, grading, and other forms of
student evaluation, as well as the full range of service, advising, mentoring, and

research activities that are interconnected parts of the educ: ‘ional and instruction
process.

Periodic Assessment Is important in Monitoring Programs
If there is significant deviation from workload expectations, that variation can create
difficulties for an institution. Problems do occasionally occur and need to be cor-
rected. Periodic review of faculty activity is the responsibility of the college or
university, and is an essential part of institutional accountability. If there are incon-
sistencies in some faculty members workload patterns, institutions must have pro- .
grams in place to detect such inconsistencies and correct them. Most campuses in
the state regularly conduct such reviews.

. T -
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Recommendations
Identify and Eliminate Current Inconsistencies

The vast majority of faculty members in Ohio spend as much time teaching, engag-
ing in campus and community service, and furthering research and scholarship as
would constitute a full workload in any field of endeavor. Yet, as with any large
system with scores of institutions and thousands of employees, some inconsistencies
are bound to occur. While Ohio’s public colleges and universities may include an
occasional faculty member who performs little productive research or service, and
teaches a relatively light load in terms of contact hours in the classroom, our investi-
gation demonstrates that such people are a very small exception rather than the rule,
and that this charge made by Charles J. Sykes in Prof Scam: Professors and the Demise
of Higher Education is exaggerated and inflated, at least within the state of Ohio. To
ensure that Ohio’s system of higher education remains vigilant in this regard, we
suggest that each institution in the state system examine its own policies and elimi-
nate inequities by following the suggestions outlined below.

Preserve Institutional Decision-Making on Workload

We recommend that each institution be responsible for ensuring that faculty activity
continues to correspond as closely as possible to reasonable standards. All commu-
nity and technical colleges already adhere to systematic college-wide workload
standards. All 6ther colleges and universities have workload policies in place and
are currently engaged in monitoring local norms to determine how well, in fact,
programs do meet expectations. The University of Cincinnati, for example, has an
internal workload committee actively engaged in the process of establishing thresh-
olds or base workloads for all faculty members that will be broad enough to address
the idiosyncratic natures of the different academic units and their missions. Similar
groups are at work on almost all other campuses in Ohio. Such local governance has
long been the hallmark of the entire system, and is the most useful means to guaran-
tee that the needs of the state and the interests of the taxpayers are met.

Maintain Existing Institutional Patterns in Two-Year Colleges

Ohio's two-year community and technical colleges, which are dedicated primarily to
teaching, have functioned successfully by adhering to systematic college-wide
workload standards. Programs vary, to be sure, both within institutions and from
school to school. Still, all faculty members share a common mission that revolves
around classroom instruction. Each institution generally sets its own workload
expectations, which are written, understood, and followed by all faculty members

and administrators throughout the institution. We recommend that this approach
be continued.

Set Departmental Expectations in All Other Institutions

All other institutions, including branch campuses, along the higher education con-
tinuum that has been described throughout this report seek to fulfill a more complex
set of mission requirements. As we move along the continuum, the kind of teaching
done varies dramatically. It may include the special demands of graduate educa-
tion, mentoring and research expectations that are closely tied to upper-division

vii
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undergraduate and graduate teaching, and one-to-one instruction in the arts and
professional schools. Within this framework of four-year, baccalaureate, compre-
hensive, and research institutions, we strongly recommend that departmental
flexibility be preserved in making workload assignments. We wish to underscore
the appropriateness of the department or degree program as the unit to oversee
workload assignments according to the systematic pattern described earlier, subject
to review for consistency with the mission of the institution and its strategic plan.

Ensure That Incentives and Rewards Follow Mission Expectations
At a time when increased national and state attention is being given to faculty teach-
ing responsibilities, we strongly recommend that each program or institution within
the state makes sure that the reward structure reflects such an emphasis. Teaching
and research are complementary, not competitive, activities, and excellence in teach-
ing needs to be rewarded as does excellence in research as consistent elements of the
overall mission of higher education in the state of Ohio.

The Committee also believes that Ohio's colleges and universities should adopt a
rigorous and comprehensive approach to the evaluation of instruction. Developing
systematic and rigorous assessment models that engender common acceptance, and
from which judgments about teaching quality and effectiveness can consistently be
made, will ensure that faculty are routinely evaluated against commonly accepted
criteria and rewarded fully for their involvement in this activity.
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FACULTY PRODUCTIVITY AT KENT STATE UNIVERSITY
PRELIMINARY REPORT

Background

The "products" that faculty members at American colleges and
universities are hired to create -- educated, intellectually
sophisticated citizens and jdeas for economic development,
improving the quality of life, and enhancing understanding of basis
knowledge -- by their very nature resist quantification. The
multifaceted acts of "teaching" and "scholarship" are equally, if
not mere, analytically elusive. It is not surprising, therefore,
that the accurate and efficient assessment of faculty productivity
remains a challenge, as well as a subject of debate, within the
academic community.

Despite the inherent difficulties in documenting the many, varied
and changing contributions of faculty members, the availability of
details about the "what" and "how much" of faculty life is critical
for internal planning. Increasingly, such information has been
necessary for responding to taxpayers' questions about the amount
of time faculty devote to teaching, as well as time spent pursuing
their own schoiarship and academic interests.

Understandably, appraisals of faculty contributions have focused on
the variable that is most easy to report and collect: time spent in
the classroom and performing other brc.dly defined academic duties.
Kent State University has not been an exception. Each semester, in
accordance with state requirements, individual faculty members
complete an Instructional Service Report, which categorizes
activities by credit hour instruction (time spent in the
classrcom), and by time spent advising students, conducting
departmental &nd personal research, performing public service
activities, and serving administrative functions. The data are
compiled, summarized, and published annually by the Ohio Board of
Regents.

Analyses of these data have proven useful in providing an overview
of faculty responsibilities. Further, they oirfer indisputable
evidence that the vast majority of faculty members devotes the
largest proportion of their professional time to students.
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For example, data collected during Fall Semester 1991 show that:

*

of 1,673 individuals who taught on the Kent Campus, 47 percent
were full-time faculty, 32 percent were part-time faculty, and
21 percent were graduate-student assistants (Attachment 1).

Of all regular course sections taught by full- and part-time
faculty in the seven colleges and schools on the Kent Camnpus,
an average of 70 percent were taught by full-time faculty. All
colleges and schools had at least 67 percent (and as much as
94 percent) of regular sections taught by full-time faculty,
with the exception of the School of Physical Education,
Recreation and Dance, which offers a wide range of activity
courses requiring part-time specialists (Attachment 2). When
graduate assistants were factored in, the average percentage
of regular sections taught by full-time faculty was 62
percent, with part-time faculty having taught an average of 25
percent, and GAs having taught an average of 12.5 percent of
regular sections (Attachment 3).

Full-time faculty members taught 71 percent of tota. student
credit hours, or 173,891 hours, versus 29 percent, or 70,760
student credit hours, taught by part-time faculty (Attachment
5) . When graduate assistants were factored in, full-time
faculty still were found to have taught the majority of
student credit hours (61 percent), with part-time faculty
having accounted for 25 percent, and GAs having accounted for
15 percent of total student credit hours (Attachment 4).

pistributed across the seven colleges and schools on t.ae Kent
Campus, full-time faculty taught an average of 75 percent of
total student credit hours, versus an average of 25 percent of
total student credit hours taught by part-time faculty
(Attachment 6). When graduate assistants were factored in,
full-time faculty still taught the majority of student

credit hours across colleges and schools (an average of

66.5 percert), with part-time faculty having taught an
average of 21.8 percent, and graduate student assistants
having taught an average of 11.5 percent of student credits
hours (Attachment g).

The percentage of student credit hours taught by faculty
according to rank (full, associate, and assistant professor)
refutes an all-too-common perception that faculty --
particularly higher-ranking faculty -- are prone o spending
the bulk of their time conducting research and pursuing
publication in scholarly journals. Full and associate
professors taught nearly 40 percent of student credit hours,

for a combined total of 93,788 hours (Attachment 8).

Seven hundred eighty-three full-time faculty members at the
Kent Campus taught 173,891 student credit hours. Each




full-time faculty member taught an average of 222 student
credit hours. To determine direct contact of faculty with
students we might, for example, divide the average 222 student
credit hours by 3 credit hours per student (the equivalent
of one section) to find that each faculty member at the Kent
Campus had direct and reqgular contact with an average of 74
students during the semester (Attachment 9). When this
statistical analysis is applied to the 216 full-time, full
professors at the Kent Campus, each teaching an average of 213
student credit hours, we find as follows: each full professor
had direct and regular contact with an average of 77 students
during the semester (Attachment 10).

*+ When statistics about student credit hours taught by full- and
part-time faculty were distributed across five very different
departments at the Kent Campus and a representative of the
University's seven Regional Campuses, an average of 73.3 percent
of all student credit hours were shown to have been taught by
fuli-time faculty (Attachment 12). Even when graduate assistants
were factored in, full-time faculty taught an average of two-
thirds (66 percent) of all student credit hours, with GAs having
accounted for an average of about 10 percent (Attachment 11 ).

While these conventional methods of assessing faculty contributions
show a faculty actively engaged in teaching, they fail to reflect
the richness and variety of faculty life, and the dedication with

which most faculty tackle their numerous responsibilities.

For this reason, the President commissioned a study to approach
questions about faculty contributions from a new perspective. The
Managing for the Future Task Force concurred that the proposed
approach would serve their purposes. This alternate approach was
to be based on the reality that faculty members are not academic
"free agents" who place their individual interests above their
students' needs. Instead, faculty members are assigned roles that
capitalize on their individual talents and that best allow their
academic departments to fulfill their missions, in concert with the
mission of the University as a whole. The distribution of functions
is carried out at the departmental level. Thus, the President was
committed to a study that asked, "What is the department expected
to contribute to the University's mission?" as opposed to the
traditional question, "What does the individual faculty member do?"

Working with the Faculty Senate Steering Committee, it was agreed
that Kent's study should incerporate the expanded concept of
nscholarship" presented by Dr. Ernest Boyer in "Scholarship
Reconsidered: Priorities of the Professoriate."

Boyer's pivotal work urges that scholarly activity be expanded to




include: (1) The scholarship of discovery, which “contributes to
the stock of human knowledge and to the intellectual climate of a
university." (2) The scholarship of integratijon, which "gives
meaning to isolated. facts, makes connections across the
disciplines, and fits basic research into larger intellectual
patterns." (3) The scholarship of application, which asks " 'How can
knowledge be responsibly applied to consequential problems?'" and
(4) The scholarship of teaching, which "begins with what the
teacher knows, moves through the transmission of knowledge and
leads to the transformation and the extensicn of knowledge."

Process

A review of faculty productivity studies at other institutions
revealed a dearth of techniques for documenting faculty
contributions from the departmental level. This finding, coupled
with the growing interest in "scholarship reconsidered" that has
emerged under the administration of President Carol A. Cartwright,
led tc the decision that Kent should seize the opportunity to
provide leadership in this uncharted area. The pilot study that was
proposed was seen as having potential applications not only for
Kent but for colleges and universities nationwide.

A new format, using the academic department as the unit of
analysis, was designed, and Lynnette Andresen, an American Council
on Education fellow who spent the 1991-92 academic year as an
assistant to President Cartwright, was assigned as project
director.

Five units representing a diversity of academic fields plus one of
the University's seven Regional Campuses were selected for the
pilot study: The Department of English, notable for its writing-
across-the-curriculum service role, a large undergraduate
instructional load, and distinguished doctoral programs; the School
of Art, whose studio classes require a distinctive type of faculty
preparation, and whose students are evaluated largely on the basis
of juried shows and other presentations; the Department of Physics,
which is characterized by a select number of strong research and
graduate programs as well as a comprehensive undergraduate program;
the School of Nursing, whose clinical orientation necessitates
instruction at a wide range of geographical sites and clinical
settings and whose research is on the "applied" end of the
scholarly spectrum; the Department of Psychology, a representative
of the behavioral/social sciences with a tradition of excellence in
blending teaching and research; and the Salem Campus, which, as a
Regional Campus, requires faculty to cooperate across disciplines
in serving freshman, sophomore, and nontraditional students, many
of whom are underprepared for college-level study.

A draft format was developed in February 1992 and submitted to the
Executive 'Committee of the Faculty Senate and the




chairs/directors/deans of the selected units for review. 1In
consultation with these groups, a detailed listing of activities
was formulated for inclusion in the study. The resulting Faculty
Productivity Work sheet allowed faculty members to itemize their
daily and weekly activities under broad headings consistent with
Boyer's classification scheme: scholarship, teaching, academic
advising, and administrative activities. Particular care was taken
to accommodate the myriad of activities that constitute "teaching."
Under this broad category alone, faculty could record their
activity in forty separate areas. A sample Work Sheet is attached
to this report.

Work sheets were distributed to full-time faculty in the
participating units in early March 1992. In addition to completing
the work sheets, selected faculty were asked to submit diaries of
their activities during a week. Data were collected and analyzed
from March-May 1992.

The following full-time faculty participated in the study: Art --
5 assistant professors, 13 associate professors, and 5 full
professors; English -- 7 assistant professors, 15 associate
professors, and 16 full professors; Nursing -- 12 instructors and
assistant professors, 7 associate professors, and 19 full
professors; Physics =-- 2 assistant professors, 4 associate
professors, and 11 full professors; Psychology -- 6 assistant
professors, 7 associate proiessors, and 12 full professors; and
Salem Regional Campus —-- 10 instructors, 15 assistant professors,
and 1 full professor (included in assistant professor data). Data
concerning part-time faculty and graduate assistants were
provided by the heads of the departments. These data were included
only in the classroon instruction, clinical supervision, laboratory
instruction, and studio and performance/exhibition supervision
sections under the teaching activity category.

conclusions

Because of the accelerated timeframe under which Kent's pilot
productivity study was conducted, the‘University’Administration and
Kent's Managing for the Future Task Force consider the project a
nyork in progress" that warrants continuing review and refinement.
Nevertheless, data from this new approach to examining faculty
contributions already support the premise that faculty members do
not constitute monolithic groups of "teachers" or vresearchers,"
put are actually engaged in a wide and changing variety of
scholarly activities. An jndividual faculty member is one part of
the departmental mosaic, with a clearly defined place in the
overall mission picture. Where each faculty member fits is very
much a function of departmental needs at a given time and the
unigue talents of the individual faculty member.

preliminary results of the pilot study indicate that:
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Contrary to popular perceptions that most faculty members' top
priority is research, full-time faculty in the six units
studied devoted an average of 55 percent of their professional
time to activities classified as teaching and advising, and
less than one-third (31 percent), on average, to activities
classified under scholarship (Attachment 13).

By enurerating the diverse activities that constitute
scholarly activity, it becomes possible to form a more
accurate picture of the complexities of faculty life than is
achieved with traditional surveys. For example, in addition to
the standard category of classroom instruction, participants
could report the instructional activities of student
evaluation, individualized instruction, classroom preparation,
clinical supervision, studio and performance supervision,
laboratory instruction, and other student contact. As an
indication of how auch time and effort precedes each class or
studio session, School of Art faculty (across ranks) spent an
average of 22.6 percent of their instructional time on
classroom preparation alone. Psychology Department faculty
(across ranks) devoted an average of one-third (33.c percent)
of their instructional time to classroom preparation
(Attachment 14).

The use of the department as the unit of analysis in assessing
faculty contributions is valid as well as practical. The
correlation between departmental mission and time devoted to
the various categories and subcategories of scholarship was
apparent in virtually all units. For example, School of
Nursing faculty (across ranks) spent an average of 35.3
percent of their instructional time =-- the highest percentage
of the units studied -- engaged in clinical supervision.

The proportion of faculty time spent monitoring students in
hospitals and other clinical settings is clearly consistent
with the school's primary mission of providing highly skilled
nurses for the region and beyond. But while, for example,
nursing faculty devoted a substantial amount of time to
clinical supervision, an average (across ranks) of 3.3 percent
of their instructional time was spent on individualized
instruction. This can be contrasted with the average of 27
percent of instructional time allotted to individualized
instruction by faculty (across ranks) at the Salem Regional
Campuss, whose mission centers on the education of freshman and
sophomore students, many of whom arrive underprepared for
college work and require a great deal of interaction with
faculty (Attachment 15).

The faculty diaries submitted by several faculty in each of
the six units studied were a valuable addition to the data
generated by the Faculty Productivity Work Sheets. The diaries
not only showed that faculty members' work lives are as
distinctive as each individual, but brought to life the fact
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that scholarly activity is unpredictable -- what is required
of any faculty member can change from day to day, week to
week, and term to term. The diaries also provided compelllng
evidence of a faculty who are genuinely interested in and
personally committed to their students' success, the
enhancement of their disciplines, and service to the

University community.

It is the recommendation of the Task Force that the format
developed by Lynnette Andresen in cooperation with the Executive
Committee of the Faculty Senate be refined through testing with
additional departmental units. In order to ensure the validity of
the Faculty Productivity Work Sheet as a prototype for use across
departments, several categories must first be defined more clearly,
or else eliminated entirely. Case in point: The "acadenmic advising"
category generated responses so small as to be insignificant --
apparently because advising activities were recorded under the more

general "“teaching" category.

Kent State University is committed to pursuing this promising means
of illuminating the many and varied contributions made by college
and Unlver51ty faculty members, and to finding the cptimum way of
communicating such important data.
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SAMPLE FACULTY PRODUCTIVITY WORK SHEET
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Undergraduate

Graquate

L_Travel ume (for inter-
campus eachung)

(nciude Pages 3 and 4)

11 _Academic Advising
(include program. course. graduate school. and

career aovising and wnung of letters
of recommendaton - do not wciude
acuviues wdesufied in I H)

©__Admipistrestve
_Depaniment

Exampies:

Commuuee (&g, governance)
Recrunment

Fundrasung

To==t ume (for iner-

Commeunts:
M T W Th F Sg Su _To
[ TT 1]
Comments: ';,
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te

. Msjor counes

. Other unacrgraguale councs

ta

. Graduaic major courses

. Other graduate courses

"

(inciuae revsew of literature for
current and future courses.

syliabus preparauon. crcauon

and revsew of lessoa pian and

notes. preparauoa tor use of A/V ana
computer equipeent)

i. LER coures

2 Semvice counes

3. Major courses

4. Other undergraduate counes

5, Graduais mayor courses

Other graduate courses

e

o
g
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1. Teaching ‘
l
'.
I
l

A,
(indicate oumber of courses and
~umber of students earoiled in each cOUE
1n each classficauoa.)
1. LER cournes

2. Service courses

l
I
3. Major courses N I

4. Other undergraduate courses. l | ‘
!

5. " Graduale majcr courses . ‘ ' ‘
| . !

6. Other graguate courscs i

5 LaboratQry INStOUCTION
1. LER courses | E ‘ i l

3 Service courses ' ! '
ol @
L |

3. Major counes | '
t . i

4. Other unaergraguale courscs

{
< "Graguale [ma)or cournes ) l

6. Other gracuate counes i l
l

Sol Totsl

|0 which Student learns the protessioa )
1: LER counc

= Seivice courcs \
!

T, Major courses ' | |

= Other uDQErgraquate councs l i

I GraGuate maKs counes |

5. Other graguate courscs




}

Z._Applicaton (Bover's definition:
asx “How can imowiedge be respoasibly
applied to consequesual probiems’” i.c.
xnowiedge that anses out of the very
act of applicanon-whether in “serving
chents 1n psychotherapy, shamng public
policy. creaung an architectural design.,
or working with the public schools.”

Examples:

Communty projecta/activities (e.g.,
speeches, intevews)

Clinical pracuce and services

(gve number served)

Corporate acuvitics

State and federally funded acuvities
(other than research)

Consulting
Performances/Exhibitions

K12 actmities

Other experntuse-driven aciwities
that are ot service to community

Z _Teaching (Bover's definition:
:ne planmng and examunauon of
peasgogKal proceaures )

Exampies:

Cumcuium development
Facuity traming and mentoring
Oversight of graduste assstants
Actvites ivoiving bow to teach
{e.g.. hutory as biograpby)
Acuvities avoiving teachung
eifecuveness (e.g. how students
learn matenal)

MTW‘I]:FS_QSLT«)QT

M T W Th F Ss Sy Total
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FACULTY PRODUCTIVITY WORK SHEET

Name
Rank
Deganiment

Activity Hours per week

|. Scholarship

A _Researcn (Boyer's definivon:
ask “What i to be known, what
15 vet to be found?”)

Exampies:

Grant writing and sdminist-ation
Research/Writing (include software)
Reading research literature

Referee articles/present papers
Creatve actvity

B._Integrauon (Bover's definivon:
asx “What do the research findings

mean?® i.c. making coonecuons
across the disciplines. fitung
research 1nto larger intellectual
oattemns)

Examoies:

lnterasaipiinary actvitics

General educaton actiucs
Collaborative sctvities

Topical or problem centered acuvitues
Writing of Lextbooks

Depanmeant colioquium

Conferenice atiendance
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Appendix 1
Obhio Medical School Action Plan
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OHIO’S MEDICAL EDUCATION SYSTEM

In contrast to many other disciplines in higher education, (e.g. law, history, engineering),
medical education and medical schools are intimately connected to the community through health
care, including both access to care and the quality of care. Ohio has a system -of medical
education that is large and unique in the number of medicai schools supported given the
population. This large and diverse system of medical education has required a significant
commitment in State resources, but these total costs need to be viewed in terms of the benefits.
The investments in medical education that have been made over the past two decades by the
Ge. -l Assembly have been wise choices. These investments have resulted in a regional and
divrrse system that yields benefits to the citizens of Ohio that far outweigh the costs.

P _~*onalization/Decentralization

%+ - of the advantages of Ohio’s investment come from the regional/decentralized
na:uce that is unique to Ohio’s system of medical education. Benefits are derived to the
citizens of each region of the State as a result of their proximity to a medical school.
These include:

Access To HEALTH CARE

* Medical resicents are the primary providers of services to the medically
indigent; teaching hospitals are-major providers of health care to the poor.

= Medical schools have targeted programs designed to address the special health
care needs of the urban poor and for outreach to persons in rural areas.

* The distribution of health care providers, including physicians, nurses and allied
health professionals, has been facilitated through the provision of health
professions education and training in each region of the State.

= Collaborative structures have improved access to health care, for example, Area
Health Education Centers, Geriatric Programs, etc.

QUALITY OF HEALTH CARE

* The research and specialized expertise that is inherent in Ohio’s academic
health science centers improve the quality of care in specialty areas. Examples
include cancer treatment, burn treatment, care fcr premature and ill newboms,
etc.

= Continuing medical education and the involvement of local care providers in
medical education improves the quality of nrimary care provided in the local
community.
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Ohio Medical Deans’ Action Plan Page 2 .

QUALITY OF LIFE IN EACH REGION OF OHIO

* The medical schools and academic health science centers are major employers
in each region. Thesz jobs range from technical and service positions to
professional and academic positions. This is critically important for Ohio’s future
economic development since health care is one of the nation’s fastest growing
industries.

= The presence of an academic health science center is a major resource in
attracting new businesses to an area.

= A significant source of new economic development may result from research
technology spin-off ventures, for example, biotechnology firms, etc.

« Micdical schools and health professions education in each region provide
excellent access to Ohio students in pursuing heaith professions careers.

* Medical schools have contributed to a higher quality of life in each region of

Ohio through activities that improve the health of the local population such as

health education programs in elementary and secondary schools, and health .
promotion programs for the community.

Diversity of Ohio’s System of Medical Education

Ohio’s unique system has allowed each of the medical schools to differentially meet the
unique needs of its own region.

* Each school has developed its own particular abilities and research strengths,
some include strong graduate programs in the basic sciences.

* Ohio's diverse medica! education system has given students the ability to choose
the type of education that meets their pers~nal aspirations, and that prepares a
range of physicians for the various needs of Ohioans, including primary care
physicians, researchers, osteopathic physicians, etc.
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ACTION PLAN

Ohio's regionalized system of medical education has been highly effective. But new devel-
opments in educational technology and in biomedical research, as well as the expanded
challenges presented by the costs of modern health care, make this an appropriate time for
the colleges to extend their existing collaborative effort to a new, more active and more
comprehensive stage.

The deans will work together to develop a joint Action Agenda that addresses the needs of
the State by focussing on the improvement of health care through:

increased cost effectiveness R
increased quality «
improved access

The formal Action Agenda will be developed in the next few months, and will continuously
evolve over time, but the deans have already agreed on the following specific activities:

= Ohio's colleges of medicine are committed to increasing the number and improving
the distribution of primary care physicians in the State. Based on evidence now
available, the deans agree that actions in this area will improve the quality and cost
effectiveness of health care delivery. The Primary Care Task Force that the medical
deans recently established will complete the initial phase of its work by June 4 so that
the medical colleges can begin to implement appropriate changes as quickly as
possible.

= The medical deans will create a medical education consortium to coordinate and
share new methods and technologies in medical education among all of the campuses
and to make morz effective use of educational resources. Examples include: joint
development of computer-based instructional programs; sharing of faculty through
telecommunications; improved evaluation of clinical skills of medical students and
resident physicians.

= Recognizing the diverse strengths of the medical schools in biomedical and health
services research, a consortium will be established to facilitate joint opportunities.
The consortium will explore possibilities such as: shared Fuman and material re-
sources; cooperative grant proposals, and others.

= The medical colleges will develop a collaborative nrogram, drawing both on their
own resources and those of other elements of higher education, to research and
develop approaches to the practice of medicine and the delivery of health care that
will lead to improvement in the cost-effective delivery of health care for all citizens.
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Ohio Medical Deans™ Action Plan Page 4 .

* The medical deans are deeply concerned about the small number of people from
under-represented and disadvantaged groups who become health professionals. The
core problem in this area is the insufficient number of qualified students coming
through the educational pipeline. The medical colleges will, therefore, expand their
work with communities to increase public awareness of the importance of science and
mathematics education and with schools to increase student interest and help teachers.
A principal focus of these efforts will be active and sustained cooperation with Ohio’s
Project Discovery which is building regional consortia to improve science and
mathemzrics education. The deans agree that, over time, substantially increased
resources will be nezded if these activities are to be fully successful.

= Health care issues such as cost 7 1d access are too irapor:ant for medical schools to
ignore. The medical deans will appoint a task force to develop innovative models of

health care delivery with an initial focus and impact on programs and populations

funded through state government, such as: state employees and retirees, workers’
compensation, and public assistance beneficiaries. The medical colleges will also

actively work with other health professions schools to continue to develop team ap-
proaches to health care delivery that will provide new and appropriate responses to

serious problems-- for example, in more effective home care for the elderly. .

* The medical colleges will take the lead in working with other agencies and organi-
zations to create a mechanism that will accurately describe the balance between supply
and need for physician services in Ohio. Itis especially important that this mecha-
nism consider fully the continually changing context within which medicine is prac-
ticed. For example, the number of licensed physicians is not a true measure of the
physicians available to provide heaith care since it does not account for many retired
physicians who have kept their licenses. Consideration needs to be given to other
factors such as the number and distribution of speciaiists, and the number of people
practicing part-time, etc. Previous studies of physician services in Ohio, which are in
any case outdated, failed to consider adequately the entire range of relationships that
determine the need for and access to medical care.

* The med:~al deans will, at their regular meetings, continue to maintain an agenda
for addressing those issues in health care that, while not strictly in the purview of the
medical schools, are ones in which change ic needed o achieve the three goals of
their collaboration: increased cost effectiveness; increased quality; and improved
access. In this fashion the State's academic medical centers will be more fully
effective as a resource in the public policy debates on health care delivery and financ-
ing.
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MANAGING FOR THE FUTURE TASK FORCE
The University of Akron Response

PROCESS

At The University of Akron, we applaud the Ohio Board of Regents for seeking
external consultation and review of management efficiencies in the state’s higher
education system. The University of Akron supports such examination and to this end,
former President William V. Muse appointed an external management review
committee in February i%91.

The Management Improvement Task Force, which consisted of 10 business and
community leaders, studied University operations and presented a series of
recommendations to the University Board of Trustees in June 1991. These
recommendations included both short-term strategies for cost reduction and longer-
term issues for further study. The task force’s input has been extremely helpful. The
names and institutional affiliation of task force members appears in Attachment L

In addition to this external group, two internal committees collected information
and provided analysis of various university operations. For the academic sector,
information gathering and analysis was prepared by a subcommittee of the Strategic
Planning and Review Committee (SPARC). SPARC is the University’s primary
strategic pia=ning and budgeting committee and is composed of faculty, deans, and
department heads. For the administrative sector, reports were prepared by a members
of the President’s Cabinet.

Given the austere budget outlook for higher education throughout the balance of
the 1990s, the University’s work in this regard will continue in earnest long after this
report is submitted. The state’s current and projected budgetary constraints, as well as

the public’s demand for greater accountability, require us to continue to seek ways to
operate at maximum effectiveness and efficiency.

INTRODUCTION

Without question, there is a positive correlation between cost and quality in
higher education. This relationship is becoming even stronger, as program thrusts,
requirements, and instructional methods are increasingly affected by technological
advances. In addition to increasing demands in the educational process for state-of-art
equipment, laboratories, computers, and library resources, university programs of high
quality require personalized attention to students.

It could be said that ideally, the highest quality teaching should be done by the
best and highest paid faculty lecturing in expensive state-of-art classrooms to small
groups of honors students who all receive university funded merit scholarships.
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Conversely, it is often the case that low quality education occurs with low-paid, part- .
time teachers lecturing in outdated, poorly maintained classrooms to a very large

number of underprepared students. These are, of course, extremes, but they do

illustrate that there is a strong positive correlation between quality and cost in higher
education.

National statistics clearly reflect a pattern of chronic underfunding of higher
education in Ohio. According to the most recent available data, Ohio ranks 40th of the
50 states in terms of per-capita appropriations for higher education. As a result of this
relatively low funding level. Ohio’s public university tuitions are among the highest in
‘he nation. According to 1090).91 figures, Ohio’s average tuition ranked seventh highest
in the nation.

However, the state’s relatively high tuition rate. do not offset underfunding by
the state. When both tuition and state appropriations are taken together, Ohio still
ranks 24th in terms of per student spending. Thus, Ohio institutions on average spend
less per student than nearly half of the pation. OBR Chancellor Elaine Hairston
recently noted that statewide, higher education enrollment has increased by 55,000
students in the last five years. During the same period, state support for higher
education has declined.

This suggests that Ohio’s public universities are achieving admirable results on

~shoestring” budgets. Ohio’s policymakers need to take a hard look at these data
their implications for quality and access. 2ad .

-It is not our intention or charge to document Ohio's lagging support for higher
education. In this report, we strive to communicate that:

1) The University of Akron is a well managed, productive, and fiscally conservative
institution.

2)  The University’s facuity, staff, and administration are striving for ever more cost-

conscious decision making.

3) There is a significant gap betweer .;pectations expressed for higher
education in Ohio and the level of public funding required for this essential
enterprise. If Ohio is sericus about improving quality and increasing access to
higher education, it must provide the resources to do so.

PRIORITIES OF THE UNIVERSITY OF AKRON

As an open-admissions, comprehensive, doctoral-granting institution, The

University of Akron offers a full range of programs from developmental work through
the Ph.D. . '

2
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Since 1985, The Lnuversity of Akron has been working toward several strategic
priorities relating to improving the quality of education. research, service, and
town/gown relations. and increasing the insutution’s visibility locally, regionally,
nationally and internationally. These efforts contribute in large measure to the vitality
of northeast Ohio—-spawning economic activity generally and, particularly, in the
polymer areas; strengthening selected academic programs via selective excellence
initiatives; encouraging educational achievement by creating pre-college programs for
at-risk youth as well as the academically talented; instituting higher standards for
entering students; and increasing the diversity of The University of Akron’s student
body and workforce.

These objectives, however worthy, have substantial costs. Much of the cost has
been covered by non-public external funding, most notably, through substantial growth
in external research funding and private gifts. External research support has grown
from about $3 million in the early 1980s to $14 million in 1990-91. In January 1992,
the University reached its $52-million capital campaign goal, the largest in its history,
several months ahead of schedule. This strong support despite economically distressed
times reflects public awareness and support of The University of Akron.

Unfortunately, private support cannot make up the growing gap between
institutional costs and funding provided through state appropriations and student fees.
In addition to reduced state funding, the University’s income in comparison to other
state insttutions has been limited due to its historical pattern of lower-than-average
tuition rates. This issue will be addressed later under recommended state-level
changes.

The University’s strategic planning committee currently is engaged in the process
of reexamining the institution’s mission, priorides, and resource allocations. In this
environment of constrained resources, the University must set priorities and make hard
choices which may adversely affect the quality of programs, partcularly those which are
not of the highest priority or lack access to external sources of funding.

It must be recognized that the state’s emphbasis on increasing access to higher
education and encouraging a larger proportion of high school graduates, regardless of
their academic preparation, to go to college — without providing the concomitant
resources — is problematc.

Growing numbers of entering students at The University of Akron are
underprepared for college-level work and, thus, require remedial work, personalized
attention, enhanced advising, tutoring, and other support services. Although such
intervention is costly, it is essential to truly give thess students a realistic opportunity to
succeed. Unfortunately, the state’s current funding formula provides the lowest level of
subvention for students needing the most help.
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Many Ohio universites, perbaps eacouraged in part by the funding formula,
have moved toward increasingly selective admission standards in order to target their
resources toward adequately prepared students, who are more likely to succeed. The
University of Akron has maintained open admissions and experienced enrollment
growth, particularly in the number of underprepared students, during much of the
1980s. UA has been forced to meet these burgeoning demands, given its budget
constraints, by utilizing an increasing number of part-time faculty for undergraduate

instruction.
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X 1v¢ Summagy

Based on its review, the overall conclusion of the Task Force is that Belmont
Technical College is efficiently managed and uniquely serves its three-county
service district. In fact, its $5.7 million (approximate) budget is nearly $1.2
million below the state average used in the OBR costsubsidy models. Of the
rotal budget; 51.5 percent is devoted to instruction, academic support, and
student services staff compensation; 15.7 percent to institutional support, plant
operation and maintenance staff compensation; and 4.9 percent to public
service compensation. The remaining 27.9 percent of the budget is devoted to
operating expenses I excess of 2,200 students are served annually.

The College emphasizes teaching, accessibility, affordability, and
employability for its students. For most, it provides the only opportunity to
train for the evolving job market in Eastem Ohio. Some 300 students graduate
annually with 90 percent employment. Therefore, the College generates the
equivalent of a major employer in newly employed workers annually.

This is not to suggest Belmont Technical College cannot continue to improve.
It can. However, this review has demonstrated the College is aware of its
weaknesses and is attempting to correct them within an already limited
resource base. (See attzched excerpt from "Original Draft - Comprehensive
Development Plan®.) Thus, the Task Force recommendations to the institution
noted herein begin with the strong recommendation to implement the plan.
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1.)

2) Consider leasing and/or timeshanng computers as an alternative.

3) Expand marketing of College services to potential students.

4.) Expand offerings in the areas of continuing education and
customized business and industrial training.

s.)  Reduce reliance on part-time faculty.

6.) Increase the use of data-based decision-making.

7.)  Increase the amount of retraining available for displaced
workers.

8.) Pursue a change of institutional name to include the word
*Community” to more clearly reflect programs and differentiate
from Ohio University.

9.)  Continue and expand cooperative ventures with Ohio University
especially in the area of "two plus two" bachelor's degree
programs.

10.) Develop new programs reflective of emerging job market needs
especially in Health, Human Services, and Corrections.

To the S1atc:

1.)  Appoint members of the Board of Regenitc who nave first-hand
knowledge of two-year colleges.

2) Create a system of Community Colleges uniquely differentiated
from the state’s system of Univers.ues.

3) Change the funding of all colleges and universities 0 reflect a

Continue the development process outlined in the
Comprehensive Development Plan - especially in the area of
computenzation of administrative functions.

“state share” consistent across all institunions.




4. Restructure funding of all education (not just postsecondary) to
ensure equitable funding throughout the state.

S.) Expand the availability of bachelor's and master's degrees in
Eastern Ohio to serve placebournd individuals.

6.) Develop some form of statewide health insurance for colleges
and universities to help control costs.

The committee recognizes that somne of these recommendations will require
more not less funding. [t also notes that some will result in cost savings and
others can be accomplished at no material cost. Tt is unified in its view that
improved education incorporating these recommendations is necessary for the

economic recovery of the region.
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Report of the Bowling Green State University
Managing for the Future Task Force

The eight-member Task Force was chosen to reflect breadth of experience and
point of view of the University community as well as the perspective of business.
Its membership consisted of two persons from the local business community — Ms.
Patricia Spengler, Vice President/Associate General Counsel, Mid Am, Inc., who
chaired the Committee, and Mr. Stephen McEwen, President, Henry Filters.
Chairman of the BGSU Board of Trustees, Mr. Richard Newlove, President of
New!ove Realty, Inc., who is also a local businessman, provided the insights and
perspective of the Board of Trustees. The remaining members were from the
University -- Eloise Clark, Vice President for Academic Affairs; Christopher Dalton,
Vice President for Planning and Budgeting; Fred williams, Dean of the College of
Business Administration; Winifred Stone, Assodate Dean of the Graduate College
and Director of Graduate Admissions; and Karen Gould, Director of Women's
Studies and Frofessor of Romance Languages.

The Committee met approximately biweekly beginning in September. The
schedule of agenda topics addressed in the meetings is provided in Appendix A. In
many cases preparation for these discussions was accompanied by appropriate data
and reports concerning the University along with general readings on the topic.

(A sample is given in Appendix B.)

Findings and Rgggmmgngatigng

Although the Committee was dedicated to the task of considering how to
manage limited resources effectively for the future, all members of the Committee
were very concerned about state budget reductions for higher education. The
Committee strongly believes that institutions of higher education in general, and
BGSU in particular, have borne more than their share of budget cuts. Employees
have been faced with increased workloads to offset hiring freezes, higher charges for
health care coverage, uncertainty as to job security, and no increases in salaries.
Tuition has increased while the introduction of new programs has been greatly
curtailed and services have decreased. All these drastic actions have been taken as a
result of state budget cuts.

while the Committee agrees that effectively managing resources for the
future is always a worthy goal, our primary concern is that higher education has
been forced to do more than its fair share already. Even thongh higher education
receives less than 13% of the state budget, it has absorbed 39% of the total cut in
February of 1991 and 29% of the total cut in December 1991. BGSU has responded to
these cuis by aggressively controlling spending and managing resources. Although
the University 1S committed to following this course for the future, the Committee
believes that funding cuts to this institution must cease or irreparable harm will
occur.
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In accordance with its mandate, the Committee began meeting on Septemb’
20, 1992. We discussed the Managing for the Future Institutional Committee
Charge and the issues to be addressed. We discussed those materials that would be
helpful in providing background for the Committee. We also met with Dr. Philip
Mason, Vice President for University Relations, regarding his thoughts about the
process. We then developed a plan to address the issues before the Committee. The
minutes and supporting materials from our meetings are attached as Appendices.

The Committee reached several conclusions as a result of our meetings.
First, in discussing the many areas and issues facing the University, we became
convinced that BGSU has done quite well in managing resources and controlling

. expenses. In each area discussed, we found that BG was well on its way to managing
" effectively for the future. Second, we discussed in:entive systems, espedially at the

level of merit/incentive compensation, and believe that significant improvements
could be made to the current incentive system for faculty. Finally, we determined
that BG's success in achieving cost efficiency should be more aggressively promoted
to the public.

Throughout our discussions, the Committee focused on the importance of
appropriate incentive systems - systems which stimulate, recognize, and reward
individual and collective achievements that contribute to important University
objectives. Maintaining appropriate incentive systems seems to hoid great promi
for addressing a number of our concerns about managing for the future. Time af
time we returned to issues of incentives, both at the individual and collective
levels. Specifically, we discussed the need for appropriate incentive compensation
at the individual level and for appropriate incentives at the department and
collegiate levels. This issue came up in several contexts, including appropriate
incentives for faculty to increase instructional productivity.

In practice, the most critical decisions relating to the quality, efficiency, and
effectiveness of an academic unit are made by its faculty — either individually, or
collectively at the department or collegiate level. Individual faculty members,
guided by the department and college policies they have developed, allocate their
time and effort among the three general areas of responsibility; instruction,
scholarship, and service. The congruence of their efforts with university objectives
will be heavily influenced by the incentive system imbedded in those department

and collegiate policies.

The current reductions in state support bring issues of productivity and
efficiency into sharp focus. Calls for more productiv.ty aie typically couched in
terms of instructional productivity, the single dimension of faculty output that is
arguably the most visible and easily understood. However, care must be taken to
avoid drawing premature, and erroneous judgments about overall faculty
productivity and efficiency on the basis of a single measure, without due
consideration of other citically important dimensions of output, such as the .
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breadth of faculty activities and responsibilities and the quality of academic
programs. Since decisions about faculty activity must appropriately remain at the
lowest organizational level, closest to the actual activity, there is a clear need to
develop comprehensive incentive systems compatible with University goals and
objectives, and with appropriate consideration for efficiency and productivity. Short
term economic conditions pose some complications fo1 immediate changes in the
faculty compensation system, but those difficulties should not inhibit immediate
consideration of structural changes which could be implemented as soon as
conditions permit.

Public relations efforts of the University were also considered by the
Committee. Specifically, we discussed public relations in connection with faculty
involvement in decision-making (i.e., the budget process), cooperative efforts
among higher education institutions, and the quality of service provided even in
the face of increasing budget cuts. We need to make the public more aware of the
quality of service provided in the face of severe and worsening budget cuts.

The Committee believes that BGSU has made great strides in managing its
limited resources effectively. Our greatest concern is that continued decreases in
funding will defeat efforts to continue to provide quality service so vital to our
region and the entire state. We trust the State legislature and administration have
given as much thought to this topic from their perspective, and that they too are
considering ways to assist all institutions of higher education.

The mission of the University and the directions it has taken in the past
decade are presented in Appendix C. Recognizing and endorsing that mission, the
Committee presents the following recommendations:

Recommendation 1: Currently, adequate flexibility exists to reorganize
administrative units, academic support services, and auxiliary units to achieve
efficiencies, more effective service, and fiscal economies. While academic decisions
remain the primary province of the faculty, certain organizational changes of
programs that may be considered administrative, i.e., to promote sharing and the
most effective allocation of personnel and financial resources, currently are not
easily accomplished. Progress needs to be made within the academic program areas
to gain organization flexibility. It should be understood that the purposes of such
restructuring would be to reduce administrative overhead and achieve appropriate
use of personnel. Such restructuring generally would not result in loss of faculty
positions. It would, however, allow for the more effective allocation of personnel.

The Task Force recommends that the language of the Charter be
amended with approval of the Trustees to provide the necessary
flexibility to facilitate appropriate restructuring of academic units.

Recommendation 2: The University has undertaken a self-study in preparation for
the reaccreditation review by the North Central Association. As the final reports are
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prepared and reviewed by the Lniversity community, attention should be given t
ways in which the University can improve its effectiveness and make the best use
available resources. The review and use of these reports should, in part, attempt to
identify specific ways in which expenditures could be reduced without harming
educational quality. At the College level — and throughout the University — efforts
should be made to streamnline services and academic offerings. A more critical
process to review proposed changes and to evaluate those that occur more gradually
should be established. Answers to the questions "why the change” and "what are its
consequences” must be sought in an environment that does not inhibit the
intellectual agenda or the advancement of the University's academic programs.
Given that the University i< unlikely to increase faculty and staff for the foreseeable
future, some important activities may be given up in the interest of enhancing the

quality of the even more important ones that must persist.

The Task Force recommends that the NCA self-study be used as a
framework for developing plans and processes to improve quality
and to achieve growth or change in the future by substitution rather
than accretion.

Recommendation 3: The existing salary policy for faculty and administrative staff
allows for the distribution of 60% of the annual increment across the board with the

remaining 40% distributed on the basis of merit. ’

The Committee believes this policy does not provide adequate incentives at the .
individual or department levels. At the individual level, departments vary
significantly in the criteria for merit review and in how the criteria are applied to
individual performance. Department criteria are occasionally inflexible,
discouraging the development and recognition of appropriate differences of
individual talent and interest in terms of scholarship and instructional
effectiveness. At the unit level, the practice of distributing annual salary
increments to units as a percentage of the unit's salary base is incompatible, indeed
antithetical, with developing and recognizing outstanding unit performance. By
creating a zero-sum game in the unit, this practice tends to nullify an important
incentive (compensation) for the kind of cooperative activity that might contribute
to outstanding unit performance. This practice can also severely distort the
relationship between individual performance and reward, simply by virtue of an
individual's location within the organizational structure. Small units of
outstanding performers are especially disadvantaged by this practice. The
committee recognized the highly volatile nature of suggested changes in salary

licy. At the same time, the current salary policy and the practice discussed above,
are ineffective and seriously divisive. They should ve modified to forms more

" The satary policy for classified staft 1s not considered in this report. A proposal by
Classiied Statf Council to revise that policy with elimination of step and longevity
ncreases eftecuve July 1994 has peen accepled by the adminustration.




compatible with the overall objective of appropriately recognizing and rewarding
individual and unit performance.

The Task Force recommends a change in the salary policy that would:
a. require greater uniformity in the criteria
b. provide greater incentive for enhancing productivity
c. allow individual faculty the option to tailor within limits
the basis for their evaluation to a negotiated assignment
(Le., the salary policy should recognize differential faculty
assignments with respect to instructional, research and
service activities, and should reward performance on this basis.)
d. develop criteria that more adequately reward exceptional
individuals or exceptional departments. This might be
achieved by enhancing the initial allocation to units, or
could be redressed through additional allocations te
individuais at the collegiate level.

Whatever the final system, there was a compelling belief on the part of the Task
Force that the purposes of the University would be best served if the reward system
could be structured to provide greater incentives. Formal implementation of any
change, however, should be in the context of full consideration of the impact of the
problems caused by the current financial constraint and recognition of the necessity
to improve salaries to a competitive level.

Narrative

~ As described in the earlier section of this report, the University has currently
been adjusting to severe reductions in its budget. The principles that are used to
guide these reductions are described in some detail in Appendix D. In general the
academic mission of the University is the highest priority. This includes
maintaining the quality of the instructional programs while at the same time
providing sustaining support for the critical scholarship of faculty and students.
Providing an enhanced quality education for undergraduate students, and high
caliber programs for graduate students, have long been dual goals of the University.
(See Appendix C for full description of priorities.) While we work toward academic
improvements. significant effort also has been directed toward achieving cost
effectiveness of administrative functions. (Some examples are described briefly in
Appendix E.) '

The improvement in the availability of microcomputers and the new
telecommunications systems position the University to take optimal advantage of
the new OhioLINK capabilities. We expect to be on-line with this system by
September. The eventua! access to library holdings statewide as well as to important
data resources will be a major advance in providing information for our students
and faculty In view of the extraordinary escalation of serial purchases and print
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costs, we expect to be able to provide this information more efficiently through
shared resources.

\easures of Quality/ Assessment/Rewards

Until recently, BGSU was able to provide incentives (i.e., modest increases in
operating and personnel budgets) to those departments that reviewed their
programs, identified educational priorities, and provided clear plans for
improvements and for achieving or sustaining excellence. The opportunity to seek
augmented funding was open to all departments and selections were made on a
competitive basis. [n most cases external consultants were used to provide objective
assessments of the quality of the department and the appropriateness of the chosen
academic directions. The opportunity to acquire extra funding was a powerful
ir centive for continuing improvement — even the departments that were not
chosen benefited from the review and evaluation of their programs. Program
review and evaluation will continue even though for the immediate future it will
not be possible to provide augmented resources for exceptional departments. The
challenge will be to maintain morale and motiv>*ion toward excellence in a climate
that cannot provide commensurate rewards.

As part of the NCA accreditation self-study, a special ad hoc committee is
developing a process to improve the assessment of student progress. Details of their
recommendations will be provided when available. In the absence of a universityg
wide process for assessing student achievement, the Task Force focused on the rew.
system in-sc-far as it related to faculty performance. (See Recommendation 3)

At BGSU, we strive for balance between excellent teaching and faculty pursuit
of research/scholarly/creative activities. Together they foster the healthy
productivity characteristic of a mature university. As described in
Recommendation 3, however, we have not yet achieved a reward system that
provides appropriate recognition of individual performance while balancing
recognition of excellence in teaching and scholarship.

Faculty Productivity

Defining faculty productivity and providing adequate incentives for its
improvement were recurring themes of discussion for the Task Force. There was
general agreement that determinations of productivity must be multifaceted and
should take into consideration the diversity of talents, disciplines, and ethnic
representation.

A mid-size university such as BGSU offers the advantages of a large
institution while attempting to personalize the learning experience of
undergraduates much as would be found at a small liberal arts college. This special
mission places unique demands on the faculty to achieve balance among its
responsibilities for teaching excellence, undergraduate and graduate student .
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advising, producnve scholarship, and university service defined in its broadest
terms.

As measured by the improved academic quality of the undergraduate
students who enter the university, the rate of their retention, increased enrollment
in its graduate programs, increase in state and national recognition, and external
awards to its faculty, the institution is inceasingly successful. In addition, the ten
year program of capital improvement and enhancement of classroom, library,
laboratory and computing facilities, provides yet other measures of commitment to
improving the academic envircnment for learning.

In summary, Bowling Green State University offers high quality education at
low cost to its students. This low cost policy, combined with efficient management,
has provided educational opportunities for many students who would not
otherwise have been able to afford them. The Trustees have been effective in
establishing these directions for the institution and strongly support the concept of
shared governance in executing their authority. The changes recommended by the
Task Force will require clarifying the lines of Trustee authority in relation to the
Academic Charter in order to provide appropriate flexibility and salary incentives to
allow for continuing future improvements in the quality of educational offerings at

/
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Page 1
EXECUTIVE SUMMARY

The following are the results of our deliberations, and are
recommendations to be considered by the Board of Trustees and the

College Administration.

The issue of productiv.ty. faculty effectiveness and quality

of edycation is addressed by recommendipg a quality management and
a continuous improvement process be implemented throughout the

College.

v i sC v
y o] . The intent of this is
not to force all decisions to be made on a cost basis, but to
identify the funding needed to operate effectively.

1 iv i ubsi
Ed ion. The office of Academic Affairs needs to
conduct a comprehensive academic review with regards to reducing
additional contact hours. If the hours can be reduced, there could
be significant cost reduction in certain programs.

. view i i W QT .
The Committee strongly recommends and endorses the accreditation
process being used by both institutions.

wi .
Establishment of the long range view and the direction of the
College needs to be defined and redefined.

T (o) en <{®)
pe made mandatory for all students.
Ing;2a§K_E9:gg_Lg9gmmgnda4zmﬁ;nngx1Jauxxuﬁgigx;ggzglgnmgnggl
edycation.
o) th l1/p

pe best determined by the academic requirement.

The Task Fo
wri i . fied. The complexity of the funding models

makes planning and controlling cost more difficult than necessary.

e st view jtal
a j as we feel the entire procedure has grown
unresponsive to the needs.

The Task Force recommends additional cost reduction strategies
that should Dbe implemented as soon as possible Dby the

administration.
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Page 2
OVERVIEW

The "Managing for the Future Task force" was formed and met
for the first time on January 28, 1992. Prior to the meeting each
participant was given three pieces of information to help in
orientation to the task. These were 1) COTC Institutional Goals
and Objectives, 2) Management for the Future Task Force Goals and
3) Remarks from Governor Voinovich.

The statewide  goais became our goals factored with a local
view of issues.

1) To understand and communicate the relationship between
quality and cost in higher education.

2) To plan strategies for managing higher education in a
constrained resource environment.

3) To demonstrate and report to the Governor and General
Assembly ways in which colleges and universities are
or can be more effectively and efficiently managed, and
strategies identified for improved management.

From the onset of this committee, it became obvious that in
depth cost analysis could not be accomplished due to resource
availability and allocation. We also recognized that there were
ongoing cost reduction efforts required by budget constraints and
these appeared to be effective. The task force will make
additional recommendations concerning this issue.

our efforts, therefore, were directed toward strategies and
recomnendations for improved effective use of the resources
available. The task force also raised some issues that :he state

should address or, if already addressing, a need to communicate in
a more effective manner, the status of these issues.

The task force met on 14 separate occasions at the college and
subgroups of the committee meet with individuals away from campus
who were considered as having significant input. These individuals
were:

Dr. Robert Barnes, former Pres/Dean
Mr. Jack Lytle, former trustee and Divison Chair Business
Mr. William Mann, Superintendent of JVS

Some items not included in the body of this report, but items
we felt to have significant impact on the College are as follows:

A clear communjcation on the state’s position on all co-
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Page 3

The funding £for repedial educatjion needs to be recognized
which also leads to the mission for 2-year colleges and

responsibility to our high school graduates.

view i
, to search for duplication and repetition. We feel
that positive efforts at the various institutions could be negated'

by reporting and justification requirement.

vyew its relationship with business and
The committee feels that the state’s use of its tech

college system to attract and hold business and industry need
strong revitalization. A short tour through some state systems 1in

the south brings the point homne directly.
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SECTION IV
SUMMARY

Effective management of Central State University in the future will
be guided by implementation of the six key priority areas listed
previously in this document. Within these six priority areas, the
University’'s operations will focus on strengthening the following
activities such that trey will become exemplary aspects of our
total “Managing for the Future" effort.

A.) Enhancement of Undergraduate Studies through:

@ A strengthened core curriculum with built-in assessment to
more thoroughly prepare our students for graduate =znd
professional school;

® Increased emphasis on undergraduate research as a strategy for
preparing our students for graduate and professional school;

. @ Strengthening of academic programs in scientific and technical
fields where the potential for future professional growth and
development are excellent. The enhanced scientific and
technical programs will complement activity in Manufacturing
Engineering and Water Resources Management. The University
plans to aggressively pursue expansion and development of
academic programs in the sciences through research grants,
improvement to physical plant in these areas, and through a
new $8 million building to house the Center for Water
Resources Management.

e Development of new undergraduate programs in Airway Science
and Hospitality Management. The Hospitality Management
vrogram has been funded for $103,000 by Title III under the
U.S. Department of Education’s Strengthening Historically
Black Colleges and Universities Program. It is anticipated
that the Airway Science program will be funded in part by
grants from the Federal Aviation Administration.

. B.) Re-Establishment and Expansion of Graduate Education
Central State University has é?adg impres<‘e progress in re-
o8
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establishing xts graduate program in education leading to th

Master 's of Education degree. The University plans to expali
graduate education to include the areas of Manufacturing
Engineering and Water Resources Management. Central State plans to
work cooperatively with The Ohio State University as it develops
its programs of graduate study. Joint committees between the
universities have been established for the purpose of developing
guidelines for the implementation of an array of academic programs.

c.) Internationalization »f University Programs and Curriculum

s Central State ias placing greater emphases on the
internationalization of the c:rriculum via an
interdisciplinary approach that coordinates joint programs and
projects in the Institute for International Affairs, the
International Center for Water Resources managdement, and the
Department of Manufacturing Engineering. A proposal has been
submitted to the U.S. pepartment of Education requesting funds
to assist the University in plans to augment the proficiency
of its students in the French and Wolof languages and to
assist them to become better acquainted with the cultures
the West African nations of Senegal and Mali. The increasb
proficiency of our students in West African languages and
culture will enhance current university sponsored projects in
Northern Senegal and Ghana. Moreover, preliminary contacts
have been made with Teacher Training Institutions,
universities, and Ministry of Education officials in Namibia
and Jamaica as part of a long range plan to internationalize
the curriculum in the College of Education.

s The University’s Institute for International Affairs was
established in June, 1987, for the purpose of facilitating
research, development, trade, and economic development in sub-
Saharan African and Caribbean countries. The Developing
Nations Product Center, & component of the Institute for
International Affairs was established in April, 1989, to
promote Ohio-produced equipment and prcducts for both
prototype production and manufacturing training to meet the

needs of developing nations.
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pevelopment of federal, state, and private sources of revenue
for the University through contracts, grants, and gifts.

The Central State University Foundation’s goals include
identifying, cultivating, and soliciting donors for the
purpose of building endowment and general operating funds.
The CSU Foundation has set an ambitious target of raising $3
million over the next five years for student scholarships,
faculty development and enhancement of academic programs. The
University’s track record in securing research grants and
contracts has been impressive as the list of funded
grants/contracts appended to this document illustrates.

More efficient academic program operation thinugh eliminating
redundancies in individual courses and programs and more cost-
effective administrative operations through reduction and
elimination of operational areas that are no longer effective.

Recent cost-saving initiatives at the University have resulted
in a consolidation of academic programs and reduction of
courses through elimination of programs in Business Education,
Child Development Technology and Fashion Merchandizing. Based
on continuing academic program review, the following programs
are being considered for elimination: Earth Science, Theater,
Literature, Industrial Arts Education, ard Anthropology.
Other cost-savings have resulted from the reduction and/or
elimination of specific operational areas and through more

effective collaboration among the remaining operational areas.
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RECOMMENDATIONS
The Statewide Managing for the Future Task Force asked each‘
Institution the following question:

~what state-level changes should be made to ease your
ability to sustain quality and manage costs more effec-
tively and efficiently?”

Central State University submits the following recommendations for
state-level as well as -nstitutional change.

State Level Recommendations

1.) Reassess current subsidvy formula for the purpose of revising
the formula to make it inore equitable with respect to funding
for universities whose enrollment patterns do not fit the
components of the subsidy formula.

2.) Continue and enhance centralized planning process to identify
future economies of scale across the higher education syste
in Ohio, especially in the areas of purchasing, travel, an'
telecommunications.

3.) Restructure process in state architect’s office to shift
decision-making to the campus level in order to expedite award
of contracts and completion of capital construction projects.

4.) Review collective bargaining process for the purpose of
streamlining disciplinary and/or termination procedures of
employees for cause.

5.) Establish minimum faculty workload of twelve contact hours
across the public higher education system in Ohio.

6.) Develop mechanisms that promote accountability for college
readiness at the K-12 level across Ohio’s public elementary,
middle, and secondary schools.

.} Increase Aaccess to Ohio’'s four-year publicly-assisted
universities £or African-Americans and other minorities b
develop.ng f:nanc:al and academic support programs at 4—yeab
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institutions that focus on developing these students within
the 4-year academic environment. Restricting access to blacks
and other minority students with low or marginal high school
academic achievement is inconsistent with a policy of
increased access at the 4-year level. Currently, 45 percent
of black headcount enrollment and 55 percent of Hispanic
headcount enrollment in higher education is concentrated at
the 2-year level where completion rates and transfer rates to
4-year colleges are mirimal, i.e., just 10 percent of blacks
at the 2-year level transfer to 4-year institutions. Minority
elementary and secondary enrollment levels are expanding
rapidly, especially among the low-income segments of minority
populations. Restricting access to a é4-year liberal arts
education and the baccalaureate degree is incompatible with a
policy that promotes access at the 4-year level for minority
populations. Diverting a disproportionately large number of
minority students into the 2-year system is also incompatible
with a policy that promotes access to a 4-year liberal arts
education for minority populations.

System-wide, the Ohio Board of Regents should implement the
five strategic goals which were established in its 1988 policy
study, "Student Access and Success in Ohio’s Higher Education
System."” More specifically, the OBR should target parity in
proportional headcount enrollment by racial/ethnic group as
the over-arching goal of its commitment to access. Parity is
defined as a minimum or floor with respect to headcount
enrollment across the higher education system that is equal to
the racial/ethnic percentage of elementary and secondary
enrollment in the state of Ohio. Parity is also defined as a
moving target that will change from year to year as the
elementary and secondary state population changes. The five
goals enumerated by the 1988 OBR policy study are listed as

follows:

Goal 1l: To increase the number of individuals participating
in higher education at each level (associate,
baccalaureate, graduate, professional) with

particular attentica to minority students.

Goal 2: To 1ncrease the number of returning and continuing
. students in Ohio’'s colleges and universities, with
particu.ar atter~ion to minority students.
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Goa. 3: -5 rmprove the rate of degree completion at a
tevels of higher education and in all colleges ar’
universities, with particular attention to minority
students.

Goal 4: To increase minority student enrollments, over a
ten-year period to at least proportional
representation for each college and university
service area.

Goal 5: To assure that all students are accorded the
penefit of faculty and a learning environment
generally representative of the racial/ethnic mix
found in the service district of the college or
university.

9.) The Ohio Board of Regents should develop and implement a
minority retention data pase for the purpose of tracking and
reporting minority student withdrawals from 4-year publicly-
assisted universities in the state of Ohio to ascertai
withdrawal rates by race by institution as well as reasons £
withdrawing by institution. Currently, 75 percent of blacks
attending 4-year public institutions in Ohio fail to complete
their degrees after 5 years. This data base should also be
designed to track and report completion rates for blacks and
other minorities in the public higher education system of Ohio
to ascertain completion rates Vvs. admission rates by race by
institution and to track and report the length of time it
takes minority students to complete their degrees across the

4-year system.
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Institutional Recommendations

Develop implementation plan that allows the University to
track progress toward implementing its strategic goals in a
systematic way.

Develop a course scheduling process that facilitates and
expedites completion of core and major course requirements and
that insures that students will be able to move through their
academic program consistently and to complete their degree
requirements as quickly as possible.

Augment current academic advising program such that all
students receive timely and informed advice with respect to
developing their course schedules.

Implement current Strategic Marketing Plan in the Office of
Admissions.

Enhance process for matriculation through the University
College with an emphasis on strengthening the tutoring and
mentoring services_currently provided.

Augment recruitment process at the two-year level via enhanced
articulation agreements with two-year publicly-assisted
colleges in the state of Ohio.

Evaluate the feasibility of implementing Total Quality
Management principles into the University’s administrative
operations and into the curriculums of the College of Business
Administration and the Department of Manufacturing

Engineering.

Develop comprehensive strategy for increasing fund-raising
activities in the private sector.
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Report of the Mazagizg for the Patzre Task Force

7. EXECUTIVE SUMMARY

-e

The Cincinnati Technical College Managing for the Future Task Force included 18 greater Cincinnatians
from business, industry, dvic organizations, the media, and government. The members were selected by
the College president and approved by the College Board of Trustees. ’

From November1991 through May 1552 the Task Force held six meetings. The membership broke up
into three subcommittees which met separately. The subcommittees studied the following issues:
Quality Enhancement, Revenue Enhancement, and Expense Reduction.

Each subcommittee presented a report and made recommendations to the full Task Force. Reports and
recommendations were discussed and consensus was reached.

The Task Force agreed that it should meet annually to review progress and offer further assistance.
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Report to the Managing for the Future Task Force
University of Cincinnati

May 21, 1992
EXECUTIVE SUMMARY

THE PROCESS

Because of reductions to state subsidy and increases in
externally mandated costs, the University of Cincinnati has
forecast an approximate $40 million dollar deficit in its 1994-95
general funds operating budget. Thus, when the charge was
received in October 1991 from Chancellor Hairston to conduct a
~ampus-based study for the Managing for the Future Task Force,
President Steger decided  to conduct this study within the
processes already defined to work on budget reductions. This
decision was communicated to Chancellor Hairston in an October
18, 1991 memorandum. Dr. Norman R. Baker, Senior Vice President
and Provost for Baccalaureate and Graduate Education, was
assigned to coordinate the process.

The process involves a number of standing administrative
councils, standing governance committees, and ad hoc task fources.
These groups have been at work since June 1991. The charge and
membership of each group was presented as ‘\ppendices 1-11 of our
interim report, submitted April 15, 1992, and will not be
repeated in this report.

: 14 ] 3 b1

Several administrative councils are an integral part of the
University of Cincinnati's organizational structure. These
councils are involved in all aspects of the University's
planning, policy setting, budgeting, and decision-making process.
The councils and their membership, in descending hierarchical
order, are:

l. Policy and Planning Council
Membership: President, 2 Senior Vice Presidents,
Executive Director for Planning

2. Academic and Administrative Council
Membership: 2 Senior Vice Presidents, 5 Vice
Presidents, Treasurer, Executive Director for
Planning, 5 Deans, 3 Faculty

3. Council of Deans
Membership: 17 Deans

In addition to the standing administrative councils, there are
several standing governance committees. The standing governance
committees most involved in the budget reduction process are the
Budget and Priorities Committee of the Faculty Senate and the
Student Advisory Committee on University Budgets (SACUB). Thus,
through these committees, faculty and students are routinely
involved in the planning, budgetary, and decision-making
processes of the University of Cincinnati. Final decision
responsibility rests with the central administration after
~onsiderable input through the governance committees.
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Working jointly with the Faculty Senate, the Academic and
Administrative Councils defined a number of ad hoc task forces to
address the need for managed, focused Hudget reductions.

d Hoc Tas es

The first of these, The Faculty/Administrative Budget Task Force,
worked from June to August 1991. Thelr report was forwarded as
an attachment to President Steger's October 18, 1991 letter to
Chancellor Hairston. The membership included three academic Vice
Presidents, three academic. Deans, three faculty from Faculty
Senate, and three faculty from the faculty union, the American
Association of University Professors. The final report of this
task fcrce has formed the baseline for .all the effort that
follows.

Shortly after receipt of the final report from the Faculty/
Administrative Budget Task Force, a two-day retreat of the

Council of Deans was hzld. The purpose of the retreat was to
review the final report and propose next steps. The Council of
Deans organized the 20 recommendations in the report into 8

themes each of which required extensive review and evaluation.

The Council of Deans proposed that a joint administrative/
faculty/student task force be created and charged to study each

of the 8 -themes. This recommendation was accepted and .
implemented by the Academic and Administrative Councils.

Working collaboratively with Faculty Senate and SACUB, the

Academic and Administrative Council constituted the following
eight task forces:

-~ University Faculty Workload Task Forcex*

- Fund Raising Task Force

-~ Off-Loading Task Force

- Enrollment Management Task Force

- Administrative and Academic Support Services Task Force¥*
- Acadenmic Program Evaluation Task Force*

- Continuing Education Incentives Task Force

- Fiscal Policies Review Task Force

Reports have been received from the three task forces whose
charge is most directly related to this report (identified by
asterisks). It is our intent to have these reports reviewed by
the governance committees and the Academic and Administrative
Councils. We hoped to complete these reviews prior to the
preparation of this report and it was scneduled to meet the May
15, 1992 submission date. Unfortunately, we are running behind
schedule, primarily due to the need to take large, unexpected
budget reductions, and the reviews have not been completed.
Therefore, this report will present the unreviewed
recommendations. .
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EXECUTIVE SUMMARY

As Ohio moves toward the new century, higher education will
be called upon to play an expanded role in providing education and
skills to our new workforce. Clark State Community College has
spent the last five years preparing itself to serve this new
challenge. Our task force found significant evidence which
supports the positioning of the college to meet these new
challenges.

The Board of Trus.ees has deveioped a sound management team
and an excellent faculty. Together the faculty, administration,
and associates have been working hard to keep the institulion
moving forward in an era of constrained resources. This team has
done a commendable job in both assessing the educational needs of
its community and the development of programming to meet those
identified community needs.

Clark State Community College has developed a broad-based
process to evaluate and implement cost-savings measures. . Since
1985 the college has reduced annual expenditures by some $560,000
at the same time they were planning for the successful transition
to a state community college. Since becoming a state community
college in 1988, the college has experienced an increase in
enroliment of approximately 41%2. With an increasing enrolliment
and a decreasing state subsidy, the college has had to implement
measures for productivity improvement among 1its personnel. In
1991-93 the workload for full-time faculty was evaluated and
changed to a more equitable base.

Our task force found evidence of measures which will help to
sustain quality at the college. Reward structures are available
for all classifications of employees; i.e., yearly financial
recognition structures, professional development support
activities for all classes of employees, sabbatical leave for
faculty, etc. The Board of Trustees and college staff define
quality measures in much the same way. It appeared evident to our
group that everyone at this college understands and supports the
several missions of the college,

During the past three years, the college has been able to
manage its transition to a state community college. €Even with
reduced state funding it has sti1l managed to move forward with
its original plan to bring increased educational benefits to its
citizens. However, our task force 1is gravely concerned about
their ability to continue to sustain quality in the years ahead if
the necessary state resources are not made available. Therefore,
our formal recommendations focus on state-wide issues (which have
direct affect on the delivery of services at Clark State) as well
as suggestions for continued improvement at the college.
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Page 7

2. A brief description of the findings and recommendations of the institutional
management review.

Summary: Columbus State Community College is an institution which understands its
customers (students and employers) and provides them with a quality product
(education). Sustained and predictable state funding is required ior the college’s
continued growth, financiai well-being, and ability to respond to the needs of its students
and the community. The committee is particularly concerned that Columbus State’s
excellent management record could-be used as an excuse for further funding reductions,
which would seriously imperil the institution.

The overriding conclusion of the Managing for the Future Institutional Committee is
that Columbus State is a well-managed institution, which understands its mission and
constituency and has succeeded in maintaining the highest quality at the lowest possible cost.

Columbus State has experienced a dramatic growth in enrollment over the past five
years: 96%. At the same time, the college has held its costs to a minimum and, in fact, has
reduced by $646 the cost per full-time equivalent (FTE) student over the past three years.
The college's annual per-student FTE cost is currently $1,461 below the state-wide average
for two-year technical and community colleges and $3,661 below the current cost per-student
FTE for all colleges in Ohio.

The college constantly monitors its fiscal status with:

. Daily records of student enrollment, inquiries, and applications.
. On-line reports of college revenues and department expenditures.
* Six-month (rather than annual) budgets.

. An annual Financial Self-Assessment, which includes strategies and nsks.

Columbus State considers itself a business and uses terminology and management
strategies from the corporate sector. The college believes a successful business understands
its customers and focuses its operation on providing a quality product to those customers while
maximizing efficiency.

1.y
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Columbus State considers its students, their prospective employers, and the community

at large as its customers. To ensure the college’s awareness of its constituency, Columbus

Suate:

. Conducts regular studies of whom it serves and how well they are served. A
variety of objective data are generated from over 35 reports and self-studies
each year.

. Demonstrates its commitment to students by providing access to anyone who

can benefit from a college education.

. Enables traditionally underserved students to obtain a college education by
keeping tuition and fees affordable (the lowest in the region).

. Removes opportunities for failure by keeping class sizes and student/faculty
ratios at optimum levels for learning.

. Ensures that students understand the education they will receive by defining
course and program outcomes for every academic area and measuring those ’

outcomes by standardized tests, locally developed assessment instruments, and
student and employer evaluations.

Local employers are involved in developing and monitoring academic programs and
are regularly polled about on-the-job performance of Columbus State’s graduates.” Dozens of
partnerships and collaborative programs between Columbus State and other companies,
agencies, colleges, and universities operate each year.

Columbus State understands the importance of maintaining a skilled and dedicated

work force to serve the college's customers. The primary mission of faculty is teaching, and
they are evaluated regularly on their performance in the classroom; in fact, regardless of
tenure status or length of service with the college, faculty members never reach a point where
they are not evalnated. Moreover, each academic unit is reviewed annually on seventeen
objective criteria. Units which perform poorly for over two consecutive years are placed on
probation for possible phasing out over the following two years.

The college both expects and rewards quality from its employees and has created a

work environment charactenzed by high morale and espnt de corps. By maintaining

compeuuve levels of compensation. annual ad). .:ments, benefits. professional development

74
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{Question 2 _continued)

opportunities, and a series of awards and recognitions, the college enjoys a very low, college-
wide, annual turnover rate of 4.6%.}

The “unit president” concept is an important strategy endorsed by the American
Management Association anc one used by Columbus State. Each of the college’s 54 unit
presidents (cost center managers) helps to develop the college budget and is informed of and
responsible for all unit expenditures.

Columbus State has created a campus environment which is conducive to quality
education. It is healthy, safe, and secure, with state-of-the-art equipment and laboratories in
facilities that are clean and in good repair.

Despite excellent records of enroliment growth, sound management, and a constant
search to improve quality in every area of college operations, Columbus State is now
threatened by continuing decreases in state funding. The college is both unwilling and legally
unable to raise tuition beyond a 7% increase to augment revenues.

Committee members have also identified a potential political problem with this report:
Columbus State has continued to manage well during significant enrollment increases and
despite decreasing state funding.

* Wwill this good management work against the college™

. Will policy-makers observe that the coliege has been able to respond to cuts

without compromising its educational excellence and conclude that Columbus
State should be able to accommodate additional cuts as well?
Columbus State is not alone in receiving less money from the state every year. What

makas Columbus State unique, however, has been the college’s ability to increase services to

'A recent study measured the annual tumover rate for full-ime, permanent, white<ccliar employees in the executive
branch of the federal government &t 9% . (Public Administration Review. March/Apni 1991, Vol. 51, No. 2, p. 146)) “...
Roughiy twenty-five percent of all new government hires leave within the first year.” (The Washington Post, September 12,
1989 ) “{Federal] health~are workers  had a mineteen percent lumover rate and suxteen percent of all clencal and
support suaff left duning the year  the Govermnment's record was comparable to that of the pnvate sector, where tumover
was 12% 1n 1987, according to the Bureau of Natwnal Affawrs ° (The New York Times Nauonei, Scplember 11. 1989 )

*The commitice’s concem that a_great injustice could accur as a resuit of Columbus State’s efficiency of operation 15 not
without precedent  Several years ;0. for exampie, there were no state funds available to purchase classroom computers.
Becaus - it bebieved such equipment was imporlant for ts students. Columbus State used money from its operating budget L
purchase these computers  When sUte funds were finally made available for computers. Columbus State was, in cffect,

e va malTatas Aemanr
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(Question 2 contnued)

\ts community while, at the same time, reducing its student FTE expenditures. Although the
college has experienced significant growth in enrollment, this growth is now funded by the
state at an approximate rate of $0.60 on each dollar earned by formula. Clearly, the college
has already “adjusted” to funding cuts. The question remains, “How much more can it adjust
down?”

This delicate balance--between showcasing what the college does well and, at the same
time, sounding the alarm that further decreases in state funding wil! seriously compromise
Columbus State's ability to continue to serve students well--has been a source of much
discussion. ’

Rather than attempt to resolve this debate, the Managing for the Future Institutional
Committee has decided to report the concem: that an excellent two-year institution is in

danger of having to limit access and compromise opportunities for student success. Ironically,

the sound management that brought Columbus State t0 this position of prominence and
excellence may be the very argument used against sustaining funding levels in the coming .

months.
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Executive Summary

of Reccommendations

The major contribution of the CSU Task Force was to recommend a
streamlined organizationa! process which would not only save the university a
substantial sum of money, but would allow for a more effective and efficient
reporting process among various levels of administration, faculry, staff and
students. The recommendations for budget savings from all aspects of the study
are summarized below, followed by summary recommendations for each study

area:
1. Mission Statement $0

2. Faculty Instruction Process

Departmental Review $2,317,629

College of Arts and Sciences $1,000,000

Coliege of Engineering . $515,420

Faculcy Workload Increase $1,000,000
3. Departmental Restructuring from

Reorganization $1,319,000
4, Physical Plant Restructure $2,686,000

Total  $8,838,049

University Mission

1. The Task Force recommends that CSU focus a substantial part of its
intellectual force and resources on understanding and developing means to deal
with the fundamental needs of the greater Cleveland area.

2. The clinical or medical school model, which blends teaching, research and
service in a highly interactive mode, is seen by the Task Force to be a good
example of the structure that should be adopted by CSU as its urban university
model. The academic and support programs should first ask, “How can our
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programs be delivered in a way that can match one or more needs of the

community?”

3. Since CSU falls within the category of universities tn the state which offer
some but not an extensive nimber of graduate programs the Task Force
cecommends that its emphasis be toward a more balanced role berween
teaching, rescarch and service with considerable emphasis on undergraduate

educartion.

4. The conclusion of the Task Fo.ce is that the University Mission Statement
must be clearly defined to support taec centrality of its urban missica with a
clear focus on key colleges:  Arts and Sciences, Business, Education,
Engineering, Law and Urban Affairs.

Faculty /Instructional Process

5. The Task Force strongly endorses the program review process outlined in the
University's Strategic Plan and urges the faculty, staff and administration to
follow through with this process to its initial completion and continuance. The
program review process will determine when funds need to be spent, wiicre
they are likely to come from and where they should be allocated. The review
should be continuous and should include both academic and non-academic

units.

6. The Task Force recommends that the Total Quality Management (TQM)
approach be considered as a process to move the quality of CSU programs to

excellence.

2 The Task Force agrees that the evaluative force of the University’s Program
Review Criteria (Centrality, Quality, Demand, Comparative Advantage and
Cost) coupled with TQM can yield specific indices for efficient resource

allocarion.

8 The Task Fnarce recommends that the free standing academic centers and
programs in the University Se reviewed in terms of self-support capabilities.

Budger reductions or elimination should be considered for those centers
’ 2?“ O3
I
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currently on state funding which are not at least breaking even with respect to

income and expenses.

9. Because of its size, diversity in instructional areas, and difficuley of
management, the Task Force recommends that the College of Arts and Sciences
be restructured into at least two separate colleges. Within this recommendation
:he Task Force suggests dividing the current Dean’s office budget between the

two new colleges when formed.

10. It is recommended that consideration be given to closing the advising
division of the College of Arts and Sciences and returning this function to the

faculry.

11. It is recommended that consideration be given to closing the computer
center in the College of Arts and Sciences and merging its equipment into the
Universicy Computer Center for greater control and centralization of services.

12. The Task Force recommends that the College of Engineering eliminate the
Division of Engincering Technology . This program more clearly belongs in a
two-year technical college program.

13. The Task Force recommends that the average teaching load be raised to
2.75 sections per department with an overall efficiency/productivity increase of
25%. Such efficiency could result in appr~ximately $1 million of savings in part-

time teaching funding.

14. The Task Force recommends a balanced approach for faculty evaluarion
with the true inclusion of teaching and service. Within this recommendation the
Task Force supports & multi-faceted teaching evaluation system as an
inducement for improved teaching and its inclusion in the evaluaiion process.

15. The Task Force recomnmends that the University administration provide the
resources for faculty to develop and maintain skills in the most current teaching
technology, especially computerized instruction.

16. The Task Force recommends a promotion, tenure and salary review process

that 1s tied more to performance than across the board evaluations. A modified

0o
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“Management by Objective (MBO)™ process is recommended for evaluation .

guideline development.

17. The Task Force is in agreement with University guidelines which state that
members of the faculty should not teach more than twelve credit hours per
week. Assignment of research activities should result in some downward
adjustment of load, but IT SHOULD NOT BE EXPECTED THAT EACH
FACULTY MEMBER WILL TEACH THE SAME LOAD.

18. The Task Force recommends that the concept of “term tenure™ be explored
as a stepping stone toward permanent tenure for a more limited number of

permanent faculty.

19. If it is economically feasible early retirement opticns should be explored to
effect faculry turnover among senior faculty with long years of service. The
opportunity to reduce the overall work force through an appropriate PERS-
STRS retirement process should not be overlooked.

Organizational /Administrative Functions and Evaluations

20. The Task Force recommends that an immediate restructuring process be
undertaken among administrative departments that will result in the
consolidation and/or elimination of duplicative positions as well as the
enhancement of function and efficiency.

21. The functional Chart of Organization shown as Figure 2 in Appendix A is
recommended to replace the current organizational configuration which
refiects several major inefficiencies. It creates four senior vice presidents and
presents a2 more streamlined organization built upon participative management
with no more than seven departments reporting through any one administrator.

22. The Task Force commends the University a.‘ministration for previous
actions taken to improve productivity and efficienc; prior to this study. The list
includes such results as a more efficient summer school funding program,
climination of university publication, computer controlled energy systems, .




pooled maintenance of computers and purchasing, and a proposal for a
consortium for savings and health care and other benefir costs.

Physical Plant and Facility Management

23. The Task Force finds that the facilities management program has inherent
organizational and plaraing weaknesses. Overall reorganization and revamping
is recommended. Strategic planning is urgently neceded for efficient
dcpartmcntal space allocation, classroom space management, examination of
duplicate facilities, overall adequacy of facilities, and to correct a general lack of
control in space allocation. The overall urilization of faculty office space is a

specific concern.

24. The Task Force recommends that the physical plant and operations
departments be reorganized to centralize management funcrions.

25. The Task Force recommends that the University subcontract as many
operations functions as deemed practical, including custodial, maintenance,
motor pool, groundskeeping and building repairs.
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QUALITY AND COST AT CUYAHOGA COMMUNITY COLLEGE
. The Final Report of the CCC Managing for the Future Task Force

EXECUTIVE SUMMARY

In July, 1991. the Ohio Board of Regents (OBOR/ urged all state supported two- and four-year educational
institutions to establish a Task Force that would guide an intermal review of the forces that influsnce the cost
at a College. identify cost containment strategses, and report findings and recommendations to the statewide
“Managing the Future Task Force.” Cuyahoga Community Collego’s “Managing for the Future Task Force~
reviewed the College’s operations from December. 1991 to May. 1992. The Task Force was made up of
fifteen (15} individuals--nine corporats and public sector sxecutives, three of the College’s trustees, the
College’s President and its two Executive Vice Presidents.

The Task Force was guided by the suggested questions provided by the OBOR for use by the Statewide
Managing for the Future Task Force. Because the questions appearéd gesred primanily to the mission of four-
year institutions, each question was adapted to be most applicable to 8 community colege. To address the
questions. the Cuyahoga Community College Task Force received onentation to the College’s long-range
financial plan, its “Action Agenda for the 1990s.” and resource allocation and quality control processes.
Initiatives wktich have resulted in cost efficiencies and effectiveness, continuing challenges and obstacles to
achieving quality and comparative institutional data were also presented. The final report reprosents the
distilled opinion of the Task Force in addressing its charge.

FANDINGS

‘ During its deliberations, the Task Force made a number of observations. They pertain to the College’s
priorities; its planning systems to achieve these priorities.; systems to improve organizational efficiancies and
effectiveness and processes which have aiready been accompkished to improve the College’s efficiencies and
offectiveness. Based on its detailed review, and observations concaming key areas of the College’s
operations, it is clear that the College has taken significant steps to be prudent in its management of public
resources while meintaining & strong sense of cominitment to providing high quakty education and training
services to the community which it serves.

The Task Force also believes that Cuyahoga Community College can contract the scope and management of
its services without losing its quest for excellence. if the choices facing the College leadership are well made,
based on carefully developed criteria and plai... sxcellence and quakty need.not suffer. To attain this goal,
the College will need to take specific steps tc address targeted courses of action in the irimediate years ahead.
Board leadership and the recommendations contained in this report provide guidance to these action steps.

RECOMMENDATIONS

Based on the data, information and analyses completed over the five month period, the Cuyahoga Community
College Managing for the Future Task Force offers seven recommendations for the College’s and Regents’
consideration in planning for the future. The Task Force recommaends that:

° Given this era of finite resources, an aggressive FY 1993 review of academic and
administrative staffing pattems be conducted, leading to 8 ;0% reduction in non-instructional
staffing.

. ] The College seek the highest attainabia level of faculty productivity--increasing this by 10% in
each of the next three ,ears, through an emphasis on teaching and lesrning.

] Program evaluation be implemented immediately to assess and eliminate ins titutional duplicaiion !
of academic programs, administrative and institutional suppor* functions, and excessive costs.

ERIC “4




° Consistency and uniformity in all appropriate areas across the College, (8.g.. student service.
and business operations) be assessed. and unnecessary duplication be eliminated.

. A student service focus be implemented utilizing Total Quality Management (TQM) tech&e,
that will provide a program of continuing improvement from the counseling office to th.
classroom. Through evaluation, programs which only minimally contribute to studen
development wiil be eliminated.

° Cost savings and synargistic collaboratives be developed between and among regiona

educational institutions (e.g., Campus One. Tech Prep) and other inter-institutional cooperative
ventures.

These recommendations will call for stite support through:

L incentives for collaboration,
® improvements in the quality of statewide data available for assessing institutional effectiveness

and efficiency, and

o greater equity in funding between two-and four-year colleges.

The Cuyahoga Community College Managinig for the Future Task Force believes that the College’s
implementation of its mission, and its effectiveness in serving the citizens of the Northeast Ohio region will
be greatly enhanced if necessary stéps are taken. The resuits will be an institution of high quality t. n
continue to meet the challenges of the riext century on an even more stable and predictable founda:'
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Executive Summary

A. Significant Findings

Pdison focuses o' learning.

Edison's business is learning. All initiatives are
assessed against that mission and faculty workload is
assigned accordingly. All faculty by contract teach 15
instructional units, equalling four or five courses, each
quarter.

Edison is clear in its mission.

Edicon serves Darke, Miami and Shelby counties. It

exists to provide general education, to parallel the

first two years of a university, to prepare students

for immediate career entry, to assist the three-county

area in economic development through education and
‘ training and to provide for lifelong learning.

Edison monitors its costs.

The average cost per student credit in 1991-92 was $96,
including all indirect costs.

The average faculty salary is $31,899. Of the 41 full-time
faculty currently employed, 6 have doctorates, 31 have
master's degrees, 20 are completing master's degrees and two
have bachelor's degrees.

BEdison is addressing the major concerns of employers.

Both local and national studies indicate that employers want
students educated for the modern workplace. To that end,
Edison's faculty has committed to teaching the following
core values in every class:

Communication skills

Ethics

Critical thinking

Cultural diversity
Inquiry/Respect for learning
Interpersonal skills/Teamwork

Edison Commuruty College 3




While far from fully implemented, these core values are
peing systematically addressed in every discipline.

pdison ipitiated the first steps in Total Quality Management 18
months ago and is continuing that initiative.

customer service training has been intensive and
continuing for all staff except faculty. Process
monitoring training has just begun.

Pdison is accomplishing its objectives wvith one of the state's
lovest subsidy rates.

The following chart provides a very rough picture of state
funding levels since it does not distinguish petween
araduate and undergraduate or betwez=n liberal arts and
technical programs. It does, however, give a general
overview of how much one full-time equivalent student costs
the state at neighboring and other selected institutions.

FTE Subsidy Subsidy

Per FTE

Ohio State University 46,988 256,920,352 5,468
University of Cincinnati 23,488 127,967,719 5,448
Wright State 11,838 54,473,753 4,602
Bowling Green 16,591 61,118,614 3,684
Lima 1,138 3,977,681 3,495
Cincinnati Tech 2,513 8,594,913 3,420
Miami 15,758 50,426,042 3,200
Clark 1,489 4,708,027 3,162
Lake Campus, Wright State 537 1,653,715 3,080
Lorain Community College 3,557 10,517,121 2,957
Southern State 899 2,584,029 2,874
Cuyahoga 11,873 33,444,284 2,817
Sinclair 7,501 20,636,196 2,751
Lakeland Community College 3,919 9,972,725 2,545
Columbus State 6,754 16,174,247 2,395
Edison 1,374 3,257,305 2,371
Lima Campus, OSU 1,131 2,564,328 2,267
Rio Grande 1,260 2,762,040 2,192

@
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Edison has accommodated student and faculty growth while
containing expansion of non-teaching personnel.

Students Faculty Non-Teaching
_Persconne]
1988 7,820 37 . 66.75
1991 10,215 41 67
Increase 31% 11% 0.004%

B. Significant Recommendations

The following recommendations from Edison's Task Force have the
greatest potential for effecting sigrnificant cost reductions,
revenue increases and improved quality:

Stress intramural athletics and lifelong physical fitness
and consider dropping competitive athletic teams.

. Streamline forms and administrative procedures to
eliminate duplication for students, faculty a=nd staff.

Eliminate or revise low demand programs.

Market Edison's emphasis on general education and core
values. ‘

Capitalize on strengths in Total Quality Management by
developing a curriculum for the Nineties -- the ccre
values, TQM, foreign languages, environmental issues,
community structure and needs.

Form a partnership with local businesses to study
state-of-the-art technology and its potential in the
local area.

Make more services user-financed and structure fees to
reflect the costs of services used.

Increase professors' productivity by providing more
clerical support, test graders, classroom proctors and
supplements such as videos, computers, etc.

Examine ways in which entire classes can be taught in
' supplemental modes such computer-based instruction.

Edison Community College
PRACYS




1. Review Process

Edison's Managing for the Future committee consisted of one
trustee, three business representatives from the College's
service area, two faculty members and one staff member.

Two deans prepared material in response to state guidelines and
to committee requests. The material was presented to the
committee for discussion. Committee members individually
formulated commendations and recommendations which were compiled
by the deans and submitted to the group. The committee then
discussed and agreed upon its final report.

The faculty and staff representatives have been asked to share
their experiences with their colleagues.

Committee members included:

John Arnold President, Fifth Third bank of Miami
Valley

Mike Engle Physics Department, Edison

Albert Greenaway President, Whiteford Foods

Joseph P. Martino Senior Research Scientist,

University of Dayton
Edison Trustee

Sally McCool Enrollment Services, Edison

John Mirabito President, Wilson Memorial Hospital

Dennis Myers Microcomputer Applications Department,
Edison

Facilitators included:

Michael Burns Dean of Administrative Services, Edison
Sharon Coady Dear. of Academic and Student Affairs,
Edison

Edison Commusuty College
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Mr. Scott Campbell
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Mpr. Louis Musso
Obio Valley Hospital

Mr. Jobn Beck
Exzcutive Director, BH] Metropolitan Planning Commission

Mys. Denny Palmer
Teacher, Garfield Elementary School

Myr. Thomas Wilson
Attorney, Highland Park Estates

Mr. Lou Simpson
District 23, United Steelworkers of America

o
C:~
oo




Executive Summary

A number of issues must be kept 1n view as the process of evaluaung Jeff Tech and other
two-year institutions takes shape for the final Managing for the Future's report.

Two key responsibilities for the two-year colleges in the 1990s are: First is to serve as a
“portal” of entry to the higher education system for those who heretofore had not aspired 1o obtain
further education and training and at the same time improve the rctcntioq of those people taking
advantage of the opportunities. Second, the coilcges are to continue their involvement and
promotion of additonal acuvity with Ohio industries to build tne nation’s best workforce training
and retraining capacity. It is against this backdrop that Jefferson Technical College pursues its
institutional goals.

The mission and goals of Jefferson Technical College are obvio;xsly different than the goals
and objectives of the universities such as Kent, Ohio State University or Miami. Each type of
institution whether .t be a technical/community co'iege or university serves to respond to the needs
of various types of people in its service area. Jeff Tech, by definition as a technical college,
awards associate of science and applied business degrees and one-year certificates. The orientation
of the institution's faculty is teaching, advising and human development.

The orientation of the applied science and business programs is “hands-on.” The college
carefully blends course content and theory with lab applications so that graduates and certficate
completers can participate in the design, testing and implementadgon of technology. The technician
serves in a capacity which is clearly not craftsperson but not engineer or physician.

The difference between technical education and baccalaurcate education can be defined by
the orientation: hands-on versus more theory: and the extent of English, social science, humanites,
natural science required of people seeking a baccalaureate degree.

Perhaps the most sigmificant difference has to do with the level of preparation that many
students enrolling at the 1wO-)€ar campuses POssess when compared to the applicants at

universities There are some major public policy 1ssues that must be resolved regarding serving all
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Aruitoxt provided by Eic:

the people of Ohio Many students cnrolhm_i At two-vear colleges today are not waditionally
college age Further. they are no longer in shape o read at the college-level or use collc’vg
mathemaucs and Enghsh. The net result 1s the college must expend a great deal of time, energy,
personnel, physical and financial resources to help these people raise their level of mastery to a
point where they can do college-level work. In addiuon, there are many traditionally aged student
18-22 who are not prepared to read. wnite or compute at the college level.

To date. the state has not taken the position of adequately financing the services needed to
help two-year college students raise their basic skill levels to the point where they are adequately
prepared to do college-level work. The state has not yet reanzed that the technolosical revolution
which dnves the state’s economy .rcquircs more better educated people to perform jobs formerly
done by less educated citizens.

Finally, 1t would appear the state must access its current system of two-year education.

Currently, there exist community colleges (twc year comprehensive with local tax support), state

community colleges (no local tax support), free standing technical colleges, university branche
and community technical colleges operated by universities in metropolitan areas. In addition, an
1ssue which further complicates the “system” is the matter of ecight tcchnical_ colleges being located
with university branches. The sum total of two-year educational units is 59.

At some point coﬁsidcranon should be given to eliminating the duplication of adult education
services between the joint vocational school and the technical college. This is an issue the state
must ulumately determine, but currently there is a duplicanon between the college's and JVS
offenngs in the evening program.

In addressing the Managing for the Futures issues. Jefferson Technical College believes that
circumstances caused the college Board of Trustees. administration, faculty and staff to examine
operatonal efficiency :~d ¢tfecuveness.

Enrollment declires .n tne mud-19%0s Caused the ratcheung down™ mechamism within thc.

Ohio Board of Regents sunsidy svatem o he initiated  Added o the reductuon in base FTEs was



the eliminauon of practical nursing sxudcﬁts who were 1nadventently included in the college's base
calculanons. Currently. with the state reductuons in subsidy. the college actually received 1.5% less
subsidy in 1992 than it did in 1988. At the same time. college enroliment has increased by
29.6%.

Another money issue is the whole capital improvements process including the allocation of
funding for technical equipment. It agpears as though there is a philosophy at the Regents at this
ume that because the college campuses appear to be so well equipped, there is no real reason for
the 1nstitutions to conunue to receive a certain level of funding in that area. What the Regents and
the public must understand is that there is a continuing need for new equipment if the college is
going to stay on the cutting edge of technology and provide the students with the essential
expeniences they will need to be competitive in the workforce.

By instituting cost-saving actions and increasing tuition to the present level of $30 per
quarter credit hour (the second lowest rate among all two-year colleges in the state), the college
has managed to maintain four centers of service to the community: (1) credit-level education
leading to degrees and certificates; (2) waining for business and industry; (3) opportunities for
growth through remedial and developmental education. and avocational programming; and (4)
offering use of facilities free of charge to non-profit community groups.

While the college believes it can always improve efficiency and effectiveness in operations,
clearly the events and circumstances of the past five years rcquifcd the Board of Trustees,
adminisrauon, faculty and staff to begin employing efficient and effective measure to manage the
college. The Managing for the Future's Task Force at Jeff Tech acknowledges the college’s efforts
as well as 1ts intent to continue building efficiencies while maintairing overall cffectveness.

Jefferson Techmical College’s Managing for thc~Futurc's Task Force report was developed
along divisional lines of instructional services. student services. business services and
adminisgative services Some of the kev recommendations/observauons tollow while the enurely

of thewr reports are locaied after the execull 7 Overview
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The key rzcommendauons from the nstructional semvices division arc:

(1) The legislature must understand the two-vear college concept thoroughly, being able to.
differentiate between university educauon and K through 12. This issue is very important as the
two-year instiruuions respond 10 rcmcdial/dcvclopmcntal needs »f its patrons.

(2) The Ohio Board of Regents must denufy staff who have expenience and knowledge
working 1n and for two-year institugons and who can work with the institutgons as they pursuc
rneeting thewr goals and objectives

(3-) The Collective Bargaimng Law and the operation of the State Employees Relations Board
should be evaluated to determine whether the law and the board have achieved and maintained the
balance between labors demands and wants and the institutions ability to respond to empioyees
while conunuing to respond 10 :-> demands for services within the fisca: ccstraints. Tax supported
\nsututions charered by the state tO gewc the public interest should not be subjected to the same

labor laws and practices which exist in profit-oriented production industnes.

(4) The Instructional Services Commitiee endorses the OTCCA Subsidy Proposal submitt‘

on April 16 by the association to the chancellor. This proposal identifies a number of needed
changes. including: (a) calling for the simplification of the funding formulas; (b) resolving
inequities 1n instructional support among levels: (¢} changing the connection between state funding
and student tuition; and (d) refining the funding factors 10 reflect the current services realities.

The Student Services Division made several recommendations, including:

(1) The college must communicate more often with greater clanty regarding its affuimative
action policy and plan.

(2) The college staff and faculty must make greater effort 10 expand visibility in the

community.

(3) The college Jaff should employ 1 mare assertive approach to recrutting credit level

Judents from the ranks of peopic attending aon - redit conunuing education courses
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(4) The health technologies programs admissions process should be comm.unicated to the
public to help them understand the prospects/opportunities available. the enrollment caps (based on
clinical sites) and the level of performance required of graduates o pass licensing exams.

The Business Services Subcommit'ee’s recommendations, which provide significant
information and data to support the ach:eved efficient/effective operation of the college as well a5
idenufy opporturnues for improvement, include:

(i) Berween FY89 and FY92, the college was able to reduce the percentage the
salary/benefits represent to the total budget from 77.93% to 75.58%.

(2) The college has attempted to follow the OBR 60/40 guidelines from the two-year
operating manual where possible providing for 60% of the instruction in a program to be offered
by - full-ume faculty and 0% to be done by part-ime faculty. Accrediting agency reguirements
. vary, but can dictate the number of full-ime faculty required for a program and the maximum
number of students who can enroll.

(3) Dunng the 1989-92 peniod. the college averaged paying $49,885 for legal fees associated
with the cost of collecuve bargaining. For the years 1989 and 1992, when bargaining actually
occurred, the rate was $54,624. In the non-bargaining years of 1990 and 1991, the cost was
$45,147. In addition, the costs do not reflect the cost of time spent by staff members processing
gnevances, unfair labor charges and law suits.

(4) Fuil-ume staffing has been assessed continuously over the past few years. In 1989, the
college administration decided that as full-ume employees left the college, replacement would be
determined on a case-by-case basis. In 1989, the college employed 99 full-time employees. In
1992 that number had been reduced to 93. This reduction was accomplished as enrollment grew
from 973 FTEs to 1.214 FTEs. The college has employed more par-time employees and increased

. productivity through the more exiensive use of computers
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The Admunistauve Senices Subcommuttee s recommendations include: .

(1) Estabhsh a labor/management team (o address vanous college problems/concerns and o

make recommendations for the future.

(2) Develop some measure of productivity that can be compared to some national norm.

(3) Review the cost of processing payroll out-house vs. in-house.

(4) Emphasize the high cost of the collective bargaining process.
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EXECUTIVE SUMMARY

REPORT OF THE KENT STATE UNIVERSITY
MANAGING FOR TEE FUTURE TASK FORCE

Background

Kent State University's Managing for the Future Task Force emkraced
the opportunity provided .y <he Ohio RPoard of Regents to contribute
t~ an examination of the forces that influence higher education
costs and an accompanying exploration of cost-containment
strategies. Upon receiving the charge to for an institutional task
force, the newly formed administration ,f President Carol A.
Cartwright had already pegun an exhaustive re-evaluation of the
University's structure and resources, an initijative which became
more pressing as the fiscal dilemma facing the state unfolded.

Eight leading members of the northeast Ohio business and civic
communities, including two current members of the board served with
pres:dent Cartwright and Vice President for Business and Finance
Lawrence R. Kelley on Kent's Managing for the Future Task Force.
Members conducted site visits to a variety of campus operations and
received extensive background information about the structure and
functioning of the eight-campus Kent State University system, with
particular emphasis on the budget and Ohio's policies for funding
hkigher education.

Task Force Cites Initiatives as Potential Nescional Models

Kent's Managing for the Future Task Force deemed the University's
efforts in two areas as holding particular promise for use at the
state and national levels, and as Kent's most important
contributions to the statewide Managing for the Future effort: (1)
A highly sophisticated Energy Management System that uses state-of~
the-art computer technology to control heating, ventilating, and
air conditioning in campus buildings, resulting in savings in
excess of $3.5 million. (2) A "departnent-centered" approach to
evaluating faculty contributions. Results of the pilot Faculty
Productivity study indicate that this approach yields a far more
accurate portrait of faculty life thar the traditional method,
which uses the individual faculty member as the unit of analysis.

Energy Management systen: Computerized Conservation Works

Kent's Energy Management System, a Johnson 85/40 Control system
overseeing approximately 3,800 control points in thirty-nine
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buildings, works via a sophisticated network of sensors in
operation twenty-four hours a day, seven days a week. In addition
to controlling HVAC, the computer system monitors critical building
functions, providing the earliest possible alert to fires, floods,
and technical problems that could, if undetected, cause significant
d2mage to facilities and disruption of services.

As of the end of fiscal year 1990-91, the Office of Facilities
Planning and Operations reported that the EMS and other energy-
related measures set in uotion since the mid-seventies have
resulted in a 28 percent reduction in energy use on campus.
Conservatively, this translates to a savings of $3.5 million in
energy costs. Given the increase in students, faculty and staff
since then, as well as a dramatic increase in the use of computers,
copiers, and other technology, the task force recognized this as a
rem~rkable accomplishment that warrants consideration as a model
for .nstitutions in Ohic and nationwide.

Nev Approach to Assessing Faculty Contributions is Indicated

In view of the fact that personnel costs comprise more than three-
quarters of all higher education expenditures {from the Report of
the Study Committee on Faculty Workload fer the Managing for the
Future Task Force), Kent's task force was adamar% that a re-
evaluation of human resources was equally, if not more, important
than its examination of physical resources and operations. Thus, a
Kent State University Faculty Productivity Report was endorsed.
The study tested a new means of assessing the many and varied
contributions of faculty members by using the academic department
as -the unit of analysis and by incorporating the broadened
definition of scholarship advocated by Dr. Ernest Boyer in
"Scholarship Reconsidered: Priorities of the Professoriate."

While the University as a whole pursues a stated mission,
individual departments, schools, and, in Kent's case, Regional
Campuses, contribute to that mission in a variety of ways. Blending
and balancing the special talents of individual faculty members in
pursuit of the University's mission is carried out at the
departmental level. This is the most efficient way of ensuring that
all responsibilities to students are met, all accreditation
mandates are fulfilled, and that the differing demands of courses
-- from small graduate labs to large undergraduate lectur2s =-- are
also taken into account.

The study included the development of a prototype Faculty
Productivity Work Sheet for use at Kent and a pilot study of the
approach. Preliminary results indicate that the department is, in
fact, an effective and valid unit of analysis, one which helps
convey the complexity and diversity of faculty activities.

i
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The pilot study focused on six units whose individual missions vary
greatly: the School of Art, the pepartment of English, the School
of Nursing, the Department of Physics, the Department of
Psychology, and the Salem Regional Campus.

Data generated by Kent's faculty productivity study indicate that:

« consistent with well-documented state and national normative
data, faculty members, regardless of rank, devote more than half
of their professional time to instruction-related activities,
with percentages varying as a clear function of departmental
mission.

« contrary to perceptions +hat most college and university faculty
members hold research, publication, and individual interests
above student instruction, Kent faculty, on average, devoted
iess than one-third of their professional time to research and
other activities classified under the broad category of

wgcholarship." As expected, differences in research activity
among units varied according to departmental mission.

Kent remains committed to refining and further testing the

promising format introduced in this new approach to documenting
faculty contributions.

Revenue Enhancement Must Accompany Cost cutting

Results of the task force's six-month jnstituticnal review support.
the value of ongoing assessment of the effectiveness and efficiency
of all University resources. The Task Force endcrsed a
continuation of efforts to educate the campus community about the
‘efficient use of resources.

While the task force Wwas impressed by the scope of recent cost-
cutting measures, members felt strongly that ;gggngg_gnngngggggg
efforts must be pursued with equal vigor. Th.e development of a
stable source(s) of revenue Wwas viewed as essential for the long-
term viability of academic programs and services. In short:
Universities such as Kent are worki~g diligently and creatively to
streamline operations and contain costs. However, Kent and its
counterparts in ohio and nationwide are rapidly approaching a cost-
cutting threshold peyond which the quality of education will be
compromised.

At the heart of this dilemma is a fundamental public policy issue
that must be resolved at the state-government level, according to
Task Force members. Wwhile ohio's higher education budgef shrirks,
public colleges and universities are expected to a.cept all

qualified students and provide them with high-quality instruction
and services =~ without 2 corresponding mandate to increase
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students' share of the cost. Kent's task force members were in
strong accord that, if unaltered, this situation will result in
significant erosicn of the public higher education system, and will
impede Ohio's ability to compete regionally, nationally, and
glcocbally for years to come.

Because the state's ability to assume a greater share of the cost
of higher education is not ljkely to increase dramatically in the
foreseeable future, task force members found it imperative that
efforts to make a wide range cf scholarships and other financial
aid available to Ohio's best and brightest be expanded. Attracting
pr.vate support will be a major factor in keeping access to higher
education open to as many students as possible.

Make Priority Setting a Priority

Drawing on years of experience in the business arena, task force
members affirmed the importance of setting priorities as an all-
important prelude to budget allocation and cost-cutting action.
At Kent, a commitment to priority setting is most evident in the
University Priorities and Budget Advisory Committee (UPBAC), a
committee of facuity, administrative, and civil service staff, and
students who provide feedback to President Carol A. Cartwright on
a wide range of budgetary and planning issues. The task force
strongly endorsed the establishment of such representative groups
as an effective internal resource for colleges and universities.

The task force found the UPBAC particularly suited to the task of
"sharpening the focus" of the Kent State University Mission
Statement, a current project under the directicn of the University
Provost and UPBAC Chair. UPBAC members are engaged in an in-depth
analysis of the University's mission; the result of which will be
a series of specific goal statements for use in guiding the plans
of departments, schools, colleges, and the University as a whole.
Task force members were enthusiastic about the utility of such a
tool in the University's continuing efforts to streamline
operations.

Balance Rewvards for Teaching, Research, and Bervice

Universities are in the business of preparing citizens for
successful, responsible participation in a complex society. Thus,
the quest for maximum efficiency in resource allocation must be
tempered by vigilance in preserving the quality of programs and
services for students. The high quality of the education that Kent
and its counterparts provide is, in large part, a function of the
varied skills, &chievements, and dedication of faculty members.

Nevertheless, gquestions persist about the quality and gquantity of

faculty work, and about the public perception that research takes

precedence over teaching. To attract, retain, and encourage faculty
iv
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pembers of the highest caliber, and_to make a definitive statement
apout the value placed on teaching, Kent instituted a dual-category
merit review systemn, which is discussed in this report. The systen,
which employs separate wmerit pools" for Teaching/Service
(including academic advising) and Research/Scholarly Activity
(including creative performance/showinq). recognizes that teaching
and research are equally important and complementary components of
a high-quality educational experience.

Recommendations and Conclusions

Wwhile members of Kent's Mznaging for the Future Task Force were
initially reluctant to give advice outside their areas of
expertise, the extensive background information they received about
Kent and higher education in ohio, coupled with hours of on-site
examinations of University operations, allowed them to reach a
strong consensus onh a number of issues.

The task force felt strongly that the price-controlled economy
under which Ohio's public colleges and universities are forcad to
operate should be discontinued (i.e. fee caps are inappropriate).
Instead, the price of higher education should be determined
according to its market value, with due consideration for
maintaining access and anhancing financial aid and scholarship
support.

Another area of strong agreement centered on the critical need for
revenue enhancement strategies, which were considered as important
as cost-containment measures. Task force members felt this was an
area that has Dbeen neglected, and suggested that serious
consideration be given to such measures as a state-tax credit for
contributions to colleges and universities; a variable income-tax
rate to be activated only during state tax-revenue shortfalls; and
a gasoline tax earmarked for higher education. Revenue-enhancement
measures need not be confined to tax matters. For example, it was
suggested that a cap be placed on individual lottery winnings, with
proceeds above the cap assigned to public education.

The task force made recommendations for further consideration by
the University. They noted that from the view of experts outside
of the University, the following ideas appear worthy of further
review and analysis.

e Clarify the relationship between the Kent Campus and the
Regional Campuses to eliminate any redundancy of staff
functions.

e cConsider pooling the University's insurance risk with other
universities, possibly by using a single ca.rier with individual
ratings for each university. For example, Kent and the sixteen
other Cleveland-area public and private colleges and
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universities that constitute the Cleveland Commission on Higher
Education are exploring the possibility of jointly purchasing
health insurance for their employees (the combined cost of which
has reached a staggering $43 million).

Adjust the worker's compensation premium the University must
pay so that the University acts as a reimbursing employer, as
it does for unemployment ccmpensation.

Move to a system of employee contributions to group health
insurance, which would be more in line with emerging industry
standards. Focus on ccvering catastrophic illness, with less
concentration on first—dollar type of coverage.

Re-evaluate the credit-hour pricing structure.

Consider using bank lock boxes instead of processing all
payments through the Bursar's Office.

Centralize travel costs.
Upgrade systems wherever possible to realize all efficiencies.

Explore outsourcing of services that might be performed
equally, if not more, efficiently off campus.

Reduce and/cr phase out any auxiliary unit whose relationship
to the academic and service missions of the University is weak.

Raise charges for the use of facilities that service a large
proportion of nonstudents to market levels.

Create new methods of promoting Kent's numerous successes. For

example, consider a print-media equivalent of the University's
Radio News Line.

State-level actions advanced by the task force include:

Share physical and human resources among as many colleges and
universities in the region as possible. For example, task forue
members cited the success of such interuniversity partnerships
as the Northeastern Ohio Universities College of Medicine, a
consortium of Kent, the University of Akron, and Youngstown
State University that enables qualified students to earn
combined bachelor of science and doctor of medicine degrees in
six years; WNEO/WEAO (public television channeis 45/49),
operated by the Northeastern Educational Television of Ohio,
Inc., another consortium of Kent, the University of Akron, and
Youngstown University; and the international business school
under joint. development by Kent, Cleveland State University, the
University of Akron, and Youngstown State University. The task
force also recommended the expansion of dual-admissions
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agreements and other partnerships with area community colleges. ‘
Kent's dual-admissions agreements include Cuyahoga Community
college (the first of its kind in Ohio and a relationship that
has since been extended to include a minority-teacher

recruitment project and a faculty-staff development program),
Lorain Community College, and Lakeland Community College.

e« Streamline the paper-laden, time-consuming capital projects
funding process. capital bills often include funding for
community projects, resulting in a debt service that draws
against funds available for higher education.

« Involve local pusiness and civic jeaders in problem solving
whenever possible.

s Encourage state retirement systems to index retirees' benefits
according to inflation. Have retirees pay more for their health
insurance to reduce universities' contributions.

« consolidate data reporting for Board of Regents and f-~deral data
reporting.

1t was concluded that institutional reviews such as those conducted
as part of the statewide Managing for the Future jnitiative should
be put into practice on an ongoing, cyclical pasis. Such advisory
committees are valuable as long-term, collaborative efforts. The
informational framework, as well as the mutual trust and respect,
developed during such ventures should be maintained and nurtured as
an important source of external insight and support. Kent's task
force members, who came to view themselves as new advocates for
higher education, concluded their six-month association with an
informal agreement to hold regular follow-up meetings.

viil




Lakeland Community College
Mentor, Ohio

Co-Chairs

Paul J. Beddia, The Lincoln Electric Company

Ellen Cantor, Lake County Department of Human Services

Dana Dennis, Parker-Hannifin Corporation

Carol Zarlenga, Zarlenga Industries, Inc.

Diane Howard, Lake Hospital Systems

W. R. Moyer, Member, Lakeland Board of Trustees

Larry Aufderbeide, Lakeland Community College
. Jobn Kesler, Lakeland Faculty Association

Christine Haskins, Lakeland Stafff Association

Ex-Officios

Ruth Zollinger, Lakeland Community College

Gerard Reis, Lakeland Community College

Richard Basich, Lakeland Faculty Association

Richard Tomchak, Lakeland Faculty Association

Nancy McSteen, Lakeland Staff Association

Donna Wing, Lakeland Student Union Board of Representatives




sumBACY Observations

The process for institutional reviev was comprehensive
wide-ranging, and included significant numbers of College and
community personnel. Information was obtained through proven
methodologies and included responses by trustees, and by unit
administrators, faculty, and staff; in addition, data from
Regents reports and a variety of institutional reports added
substance to observations and poiicy stataments.
Representatives from the community serving on the steering
committee provided e<ternal perspectives on issues and
information.

The College has a'ready addressed the possibility of a
future of severely constrained financial resources by
develcping a set of seven key institutional prioritiec. These
are accompanied by a commitment to plan to maintain the
primarcy instructional goals of the nmission. The College
recognizes that cost contalrment Bmay invoive reduction of
services which have contributed to quality opportunities for
students and the community. All units reporting to the
Institutional Review Committee clearly stated their concept of
service and perforsance. In each case, commitment to
achieving the goals of the College mission wvas uppermost and
regarded as appropriate. The definitions of quality resulting
from the reviev reflect campus-vide recogniticn that quality
service depends upon a system of operations provided across
all units involving all constituencies. There is a clear
understanding about productivity in the context of
accoaplishing the mission, with all units reporting that it
consisted of the effort expended to achieve goals and involved
attention to those measurable results wvhich demonstrate that
goals are being met.

It is clear that faculty are coamitted to the teaching
mission of the College and that their primary responsibility
is quality instruction. Faculty are productive not only in
terms of broad institutional data measures but also in terms
of departmental, institutional, and community service, and
research activities. Faculty productivity to be evaluated
fully must be seen in the context of individual responsibility
«#ithin a specific discipline organized for specific purposes,
which vary across disciplines and departments.

Faculty workload is clearly defined and understood
across the campus and there are clear accountability
standards. It is recommended that faculty workload and

roductivity are questions properly msanaged within the context

of this institution’s history anrd developing culture, and,

moreover, that Lakeland faculty, administrators, and trustees
‘n the appropriate parties to give definition to
faculty workload and productivity.

Institutional governance at the College has become well-
established and effective 1N recent years. Leadership and
accountabil1ty beginning with the Board of Trustees is Clearly
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defined, as are the authority and responsibilities of the
president, the administrators, and the faculty association
There are effective structures in place for participativé
policy advisement in academic and other institutional areas.

Forces influencing institutional costs have been
,dentified, with focus on the people-intensive character of
mmunity college mission. Strategies for

the comprehensive coO
revenue enhancement and cost containment have been developed

ard implemented, and plans for additional strategies are being

considered. Additiorai recommencdations are being made by the

Institutional Review Committee for evaluating effectiveness
reas.

and efficiency in specific a
Eight specific recommendations for change at the state

level have been made, with emphasis on those changes which
would strengthen the College’s ability to communicate with the
state, to plan, and to operate in a future of diminishing
financial resources and more complex regulation.

The sections which follow present detailed analysis and

data in support of the points estaplished.
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Narrative

a. Relaticnship between quality and cost: Overview

The Lakeland Community College mission encompasses six
goals primary among which are those providing for the academic
curricula and technical programs which sustain the purposes
for which the College was chartered (Appendix B). Each unit
of the institution is organized to contribute to the
accomplishment of the Mmission goals. The measure of
performance appropria.e for the College 1s how effectively its
units function in accomplishing the mission.

Quality is by charter and_nission primarily achievable
through effort made to deliver effective educational
opportunities. Delivery involves the degree to which
opportunities are paximized and the extent to which public
access is made available. Levels of service have
traditionally been determined by the College’s ability to
provide financial supporet.

Educational opportunities consist of programs and their
components. Those include curricula, faculty, and
Lnstructional technologies. At Lakeland, “faculty" refers not
only to traditional classroom teaclars, but also to
counselors, librarians, and developmental specialists.
“Technologies" include equipment for training students as well
as delivery method--i.e., lecture, lab, tutorial. All those
components for the most part expand in direct proportion to
costs. Establishment and maintenance of a well-qualified
faculty, an appropriate array of technologies, and  a
responsive curriculum are quality achievements in support of
mission which are primarily dependent on the college’s having
adequate financial resources.

Also, in direct proportion to cost is effort made to
provide access. Access refers to the kind and degree of
pathways available for public pursuit of " educational
opportunities. The College’s role has been to both invite
participation and to respond to demand. Demand, from students
at all stages, is typically driven by preferences for times
of service, by academic ability levels, by objectives, by
ability to pay, and, to a lesser extent, by the perception of
safety, reputation, or quality of life aspects. 1In times of
nigh demand and strong financial resource support, the College
has made access a key priority. Liberal scheduling of
classes, close attention to entry-level placement,
comprenensive financial aid programs, extended hours for
idmission and registration are quality achicvements in support
of mission whicn are primarily dc~endent on the college’s
naving adeguate financial resources.

Thus far, quality has been discussed in terms of the
. .~ds and degrees of services which can 1lncur significant
--gts. However., Juality 15 also demonstrated by efforts made
-- 35sess e:ifect.veness of delivery components, and efforts
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1n this case do not necessarily expand in direct proportion to
costs. In many cases, heaviest costs are incurred at start-
up points and become negligible during maintenance phases.
for example, an academic probation policy is established by
faculty effort which is generally an addition to primary
workload. Thereafter, this effective quality control
mechanism 1is maintained at relatively low cost. Again, a
formal transfer articulation agreement between the college and
a state university may incur start-up costs--e.g.
administrative <ine--Lut thereafter maintenance costs are
negligible. Quality mechanisms of these kinds are highly

economical means of supporting mission.

Y

Pt
L
OO




Lima Technical College

Lima, Ohio

Chai

Walt Kinsey
General Manager, Lazarus Department Store

Members

Rita Deerbake
Senior Vice President, St. Rita's Medical Center

Thomas Mullen
Publisher, The Lima News

Richard Rapp
President, Gasdorf Tool

William Ruse
President, Blanchard Valley Hospital

o

Fat

<o




SUMMARY

Recommendations To The State

Our task force recommends that Ohio's state-supported higher education,
to address serious quality and cost issues through the appropriate boards,

agencies and the legislature, should consider the following initiatives:

*Undertake an open-minded study of the potential for a more
cost—effective delivery system through state-funded community colleges, rather
than technical colleges and branch campuses of state universities. |

*Increase the actual teaching load for full-time faculty, directly
reversing trends of rising faculty costs and declining teaching
responsibilities.

*Link some faculty, staff and administrative compensation to performance,
rather than rolling all increases into base pay;’

*Use evolving communications techmology cn a wider, deeper scale to
deliver higher education in nontraditional and creative ways, with greater
institutional networking and sharing.

*Provide relief from higher costs forced on institutions by legislation
and regulation.

*Review academic programs reguiarly and honestly, seriously challenging
those that cannot be cost-justified.

*Simplify the requirements state institutions face in dealing with the
state bureaucracy.

%Restore sovereign immunity to state institutions, reducing insurance and
legal expenses.

*Expand the use of pools for such common needs as insurance and

purchasing.
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*xContract additional campus services to outside vendors. o

*Change banking laws to relax reserve requirements omn state deposits,

producing additional interest revenue

x % %
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‘l" SUMMARY

Lima Technical College Overview

Review of Lima Technical College operations made the task force aware of

these important points:

*ima Tech operates with a market orientation, targeting customer
expectations to determine the quality of its programs and services.

*Adequate funding for people and equipment, a key to quality, has not
been maintained by the state.

*Career higher education is flexible and dymamic, responding relatively
quickly to a changing student hady and jobs market.

*Lima Tech is vital to economic change and development in our 10-county
region of west central Ohio.

. *Faculty workload and productivity at Lima Tech are higher than that
found at typical state institutions of higher learning.

*Enrollmens is growing dramatically, while faculty, staff and
administration overhead is nowhere close to keeping pace.

*Additional state funding cuts seriously threaten Lima Tech's ability to
deliver quality programs and services with existing breadth and depth.

*By sharing its caméus with The Ohio State University at Lima, the
technical college realizes some efficiencies, although the arrangement is a
greater benefit to OSU.

*Lima Tech actively assesses its educational effectiveness in a variety
of ways.

%A new strategic planning process is under way at Lima Technical College,

to be implemented this year with a leadership commitment that the plan will be

. effective and ongoing.
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Managing for the Puture Task Porce
Lorain County Community College
Institutional Committee Report

Executive Summary

The following major themes and concepts are elevated from this
report and presented here in the highest aggregation. These
are intended as condensation of the discussion that follows
without assertion as to priority ranking.

The College must be successful in passage of a
Replacement Levy this year.

The College must obtain its fair share of public
support through the instructional subsidy.

The College must assiduously implement its campus-~-wide
Total Quality Assurance and Continuous Improvement
Program.

. . The College must contain runaway health care costs.

The College should undertake the development of the
Technology Park.

The College should pursue “"other" non-traditional
resource developments. '

The College must maintain quality while doing more
with less evenfthough enrollment is growing.

The College should remain affordable and accessible
and meet its cultural diversity mandate.

The College must stay flexible and responsive to
its community.

The College is influenced by major forces that
increase cost or limit productivity over which it
has no control.

The College must remain a major catalyst in the
Lorain County community.
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MARION TECHNICAL COLLEGE
OHIO BOARD OF REGENTS (OBR) MANAGING FOR THE FUTURE REPORT

TASK PORCE PROCESS

Each vice president gathered information to address task
force questions. The information was presented to a group of
local leaders from business, industry, service and education
organizations. Their comments and suggestions were incorporated
at both the draft and final stages.

MARION TECHNICAL COLLEGE MANAGING FOR THE FUTURE TASK FORCE
pPaul Dittmann, Director of Technology and
Quality Planning, Whirlpool Corporation
Thomas Ivory, Area President District Executive, BancOhio
Philip W. Smith, Jr., President, MedCenter Hospital
James Traveline, Superintendent, Marion County Schools

FINDINGS AND RECOMMENDATIONS

1. Since nearly half of those in college in Ohio and the nation
attend two-year colleges, obviously they believe we are meeting
their needs well. For Ohio to attract and keep industry and
jobs, we must be responsive to employment needs. Our ability to
respond quickly to their needs with appropriate programs and
services is directly related to state policies, guidelines and
funding. Education and the system supporting it should be
dynamic to allow for ongoing changes.

2. Public coileges were developed initially to provide low cost
access to an education. First and foremost, teaching and
keeping an education affordable, and therefore accessible, must
be a priority. If constrained resources threaten access, then
ineffective programs must be deleted in favor of effective ones
rather than taking a shotgun approach to cutting costs. Two-year
colleges do a tremendous job of providing access to those who
seriously need it.

3. Sweeping changes are needed in an outdated, inappropriate
state funding system. Two-year colleges are extremely cost
effective. The system must not reward inefficiency as it
currently does. Funding should be directly related to graduate
employment so taxes are used to meet needs as oppoused to being
based on historical costs. Consumer priorities need examined and
funding changes made to meet customer needs. Quality is whatever
our customers say it is and quality is dramatically affected by
funding.

4. Two-year colleges’ primary focus is on teaching. At a time
when the state economy is struggling and large numbers of people
are out of work, the State should maximize its expenditures by

placing higher priorities on efforts focused at teaching
employable skills.

1
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S. Rules that applied twenty years ago when two-year colleges
were small must change to reflect the fact that nearly half of
Ohio’s college students are being educated at two-year
colleges. Policies must encourage the ability to adapt and
respond to Ohio’'s needs. Major changes are needed in
transferability of credits, program approval processes, and
funding. :

6. Consolidate rather than duplicate resources by forming
Centers of Higher Education on shared campuses. On shared
campuses the university branches emphasis should be changed to
junior, senior and graduate level course work and allow the more
efficient two-year colleges to serve as associate degree
transfer/feeder institutione. Why duplicate efforts and waste
resources when this syscca actually would serve a great need to
provide improved local access to upper level higher education?

QUALITY AND COST RELATIONSHIP AT MTC
MTC'S PRIORITIES DURING CONSTRAINED RESOURCE TIMES

Marion Technical College is a small institution with limited
opportunities to benefit from economy of scale. As a result,
efficiency and effectiveness are basic elements in
of our philosophy and operation. Quality is essential to meet
the needs of increasingly demanding customers. Costs related to
faculty, class size and services offered have very obvious
bearing on the quality of programs offered.

Over the past three years, the State has challenged MTC to
continuously improve its quality and accessibility to record
numbers of students with fewer and fewer rescurces. MIC
accepted the challenge by developing strategic plans which focus
all college activities in a unified direction. Programs are
developed to address key issues such as customer needs/
satisfaction, business/industry partnerships, changing mission
(from technical to community college), literacy, growth and
resulting space needs.

MOVEMENT TOWARD PRIORITIES

MTC‘’es philosophy is one of continual quality improvemsent in
everything we do. Our purpose is to provide career centered
technical education aimed at employment and as a stepping stone
in a lifelong education. MTC continues to grow due to our
ability to respond quickly to increasing customer needs despite
limits prescribed by state finances and bureaucracies; however,
progress toward its goals has slowed.

HOW DOES MTC DEFINE AND MEASURE QUALITY?

Quality at Marion Technical College is ultimately defined
by our customers, both students and employers. Their
satisfaction and success is our measure of quality. Guidelines
and measurements of quality are also defined by the North
Central Association of Colleges and Schools (NCA) and other
accrediting organizations.
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MANAGING POR THE FUTURE

AT THE MEDICAL COLLEGE O¥ OHRIO
xecutiv ary

The Medical College of Ohio endorses efforts by the State of
Ohio to offer guidelines for better management of higher education
throughout the state. The Medical College's Managing for the
Future Task Force has worked for the past six months to coordinate
campus efforts in crucial areas of management and education. These
areas include goals, educational quality, and institutional
productivity.

The Task Force's sub-committee on Goals notes that the College
has identified realistic and attainable goals which will serve to
direct its efforts to fulfill its mission of education, research,
and service, and has established a system to implement these goals.

The Task Force's sub-committee on Quality has delineated -a
significant number of Kkey Qquality areas in academics and has
examined how each of these areas is influenced and understood by
objective and subjective criteria. The sub-committee notes that
increased financial incentives could influence quality in certain

areas.

The Task Force's sub-committee on Productivity has examined
how specific academic jobs and results can benefit from increased
productivity including but not limited to more thorough evaluations
and the introduction of specific evaluation guidelines.

The efforts that the Medical College now undertakes to examine
Goals and Productivity will be monitored on a continuing basis by
the Academic Committee of the Board of Trustees and by the Board as
a whole with a complete report due annually from the College's
administrative staff.
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MIAMI UNIVERSITY MAMAGING FOR
THE FUTURE TASK FORCE REPORI

I. INTRODUCTION

The State Task Force charged the Miami University Task Force
with the responsibility of determining the extent to which Miami
University could improve its future use of the institution’s
professional, financial ana physical resources. The Task Force
was implicitly direcied to confirm that the resources of the
State of Ohio were being used wisely and efficiently. Where
opportunities were jdentified by the Task Force to accomplish
greater savings at Miami, those opportunities were to be explored
and presented for consideration wherever the opportunities for
greater efficiencies appeared to be feasible.

As is reported in this document, this Task Force has
attempted to conscientiously and comprehensively discharge the
assignment received from the State Task Force.

A detailed description of the process used by the Miami
University Task Force and the scope of activity undertaken by the
Task Force since August, 1991 was submitted to the State Task
Force on March 21, 1992. The description of that process will
not be repeated here.

The future of Ohio’s commitment to high quality public
higher education at a reasonable cost is at stake. Likewise,
nothing less than the future vitality of Ohio’s industrial and
service employment base, with the direct contribution to Ohio’s
tax revenues necessary to support future educational, social and
infrastructure needs, is at stake.




Miami University and the State of Ohio appear to be at a ‘
critical crossroad -- either Ohio will decide that a gradual
decline toward mediocrity will ensue at all levels throughout the
State or Ohio will more properly conclude, in its own self
interest, that its future prosperity and success lies with a
continuation of the level of public support for high quality
public university education for its citizens necessary to assure
ohio'’s competitive standing within the United States and
internationally. A well. educated work force, supported by an
accessible and high quality public university system, will repay
in tax revenue dividends many times over the amount of the
current investment reflected in State support.

puring a period of repeated financial emergencies and
continuing contractions in State support, the professionalism of
Miami’s faculty, staff and administration has been, in very large
part, preserved and their commitment to the shared missien of
high quality undergraduate instructinn has remained intact. 1In
short, as the Task Force reported on March 21, 1992 to the State ‘
level Task Force, the several millions of dollars in cost
reductions implemented to date at Miami have been
disproportionately absorbed by the nonacadenic sectors of the
University. However, Miami’s faculty have also made sacrifices
and future sacrifices will regrettably be necessary.

Miami’s primary focus and mission, through at least the past
30 yezrs, has been quality undergraduate instruction, rather than
a predcminant research orientation or graduate school emphasis:
therefore, it has stayed relatively lean and efficient in its use
of resources. Because instruction has been the predominant
emphasis, Miami has not been in a position to avail itself of
extensive grant monies to support research or othe:r academic
initiatives. Therefore, State revenues have been and continue to
pe critical in the support of the primary educational mission.
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Miami’s Task Force is convinced that future cuts in State
support will have adverse and long lasting, if not potentially
permanent, effects on the quality and value of the Miami
educational "product”. As discussed herein, that "product" is
not easily described or quantified ~- but that "product" has been
consistently recognized on the national level as being of
extraordinarily high quality, but "delivered" at a reasonable
=c ...  This noteworthy and extraordinary State resource is the
airect result of generations of effort by dedicated faculty,
staff and administrators -- based on the receipt, in part, of
adegu.:«. levels of support by the citizens of oOohio. 1In the face

_of puk} - accountability to the State, Miami has consistently

A,

Ceponz--ated sound management of its financial resources. 1In
~cordance with those practices and values, as discussed herein,
Miami has preserved the primacy of undergraduate teaching while
absorbing a substantial decrease in the level of State support
over the last two years. From this point forward, however,
future reductions will directly impact the ability to preserve
the accomplishment of that mission. 1In fact, that point of
beginning to directly compromise the quality of the Miami
educational experience may already have been reached.

The Miami Task Report consists of five parts. The first
portion of the Report addresses the five questions identified by
the State Task Force. As was reported on March 21, 1992 to the
State Task Force, the Miami University Task Force also undertook
a comprehensive review of the entire Miami community by focusing
particular attention on four key operational ané/or topical
components: (1) physical facilities, (2) faculty productivity,
(3) academic support services and (4) governmental and regulatory
oversigyht.
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EXECUTIVE SUMMARY OF

MANAGING FOR THE FUTURE AT MUSKINGUM AREA TECHNICAL COLLEGE

MAY, 1992

During 1991-1992, Muskingum Area Technical College conducted an institutional study as a
result of guidelines received from the Ohio Board of Regents’ Managing for the Future Steering
Committee. In addition to input from the President’s Cabinet and feedback from full-time college
employees, the College utilized advisor committee members, adjunct faculty, and the College’s
Board of Trustees.

Major areas reviewed during this study included the College’s mission, cost contzinment factors,
cost reduction/productivity improvement strategies, and quality of programs and services.

As an outcome of the study, the following recommendations were made for the College and for
State leaders:

A. Recommendations for the College

1.

2.

PR

10.

Eliminate academic programs which are not productive as determined by the College’s
annual programmatic evaluation strategy.

Freeze all non-faculty hiring and increase the percentage of classes taught by part-time
faculty.

Develop methods of evaluating student academic achievement at critical points in
academic programs.

Implement measures (see 3. above) in a consxstcnt manner and utilize results for the
improvement of instruction.

Implement and carefully monitor health care cost containment programs such as
managed care, preferred provider organization, and extended care review. Utilize
cmployee cost sharing through increasing deductibles and co-payments.

Install and maintain building lights with low wattage fluorescent types.

Establish a surplus property "clearing house" for internal use.

Expand use of community facilities for added growth rather than new on-campus
construction.

Implement a variety of facility changes such as: close Littick Hall, utilize two lab
lamps rather than four, add gas-fired heaters for hot water, replace switches with
sensors in classrooms/offices, additional roof insulation, and triple pane the window
surfaces.

Charge user fees for services presently free.

B. Recommendations for State Leaders

1.

2.

Simplify the subsidy funding formulas and remove inequities in instructional support
among various subsidy levels. _
Change the connection between State funding and student tuition; i.e., eliminate
“student fee assumption” nomenclature.

Change the current buffer system base from 1980-81 to a current rolling three-year
period.

Reduce State-mandated requirements for reporting duplicative data by increasing
OBOR'’s ability to retrieve data from current information systems.

Advocate for the two-year colleges to receive their "just share” of the Federal Perkins
money which is now largely going to the State’s vocational schools.
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PROCESS DESCRIPTION

Muskingum Area Technical College’s Managing for the Future Committee was
composed of members of the President’s Cabinet which included the following
individuals: :

Ms. Tami Allsup - President, Student Senate

Dr. Richard Bartlett - Dean, Business Division

Dr. Dolores Floria - Vice President for Instruction

Mr. Edward Geiger - Dean, Training & Consulting

Mr. Gene King - Vice President for Student Services

Mr. Steve Phillips - Chairman, Staff Senate

Mr. Ronald Pratt - Vice President for Business Services
Mrs. Kay Roach - Dean, Health, Public Service & General Studies Division
M. Steve Rostek - Dean, Engineering & Science Division
Mr. Mitch Stillberger - Chairman, Faculty Senate

Dr. Lynn Willett - President

Each of these members reviewed the materials submitted to the institution by the
Ohio Board of Regents’ Managing for the Future Steering Committee. In addition a wide
range of institutional documents were reviewed, such as: the College’s mission statement,
its "Most Likely Scenario” planning document, the Five-Year Institutional Financial Plan,
the Five-Year Program Development Plan, and the North Central Self-Study Report and
Recommendations, along with a wide variety of anecdotal data available to all College
personnel. The outside perspective was provided by input from the College’s advisory
committee members, adjunct faculty, and the nine-member Board of Trustees.

The overall questions provided by the state-wide OBOR Steering Committee were
the beginning focus of each subcommittee activity. To a minor extent the effort required
a North Centrai-like self-study process. This is a process which consisis of collecting a
wide variety of institutional data, writing and submitting committee reports, and producing
an institutional draft of the various reports. This draft was then disseminated to the
institution for comment and critique and then final recommendations were developed. A
final draft was th.n prepared and submitted to the Board of Trustees on May 18, 1992,

at which time it was reviewed and approved. The report was then submitted to the Ohio
Board of Regents.
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!
Il A brief description of the process used in the instututional management review, including
names and affiliations of the institunional committee members.
The institutional “Managing for the Future” Task Force of North Central Technical
College was selected by the Board of Trustees of NCTC and impaneled in late September 1991.

Tris Task Force consists of the following individuals:

Jeanne L. Alexander Partner ~ Alexander and Wilkinson Advertising
Roy G. Brown Retired - Ohio Brass Company, V. P. Sales
Task Force Chairman
Robert Enskat Retired - Mansfield C~P-C P'~nt, General Motors
Plant Manager
Tom Kay Retired - Tappan Company, Vice President
Burton Preston President, Purdy Construction Company

Member NCTC Board of Trustees
Pamela Siegenthaler Mansfield Typewriter Co. Systems Consultant
Vice President, Mansfield City School
Board of Education
. Robert Sutter . Retired -~ Bank One-Mansfield, Ohio
Senior V.P. and Trust Officer
Beginning in carly October 1991, and continuing through carly May 1972, members of
this Task Force met with members of the NCTC Board of Trustees, its President, members of
the staff, and various members of the faculty on an individual basis and in groups for the purpose
of reviewing the specific issues requested by the Board of Regents, along with a vanety of

additioal 1ssues. In addition, the Task Force traveled to Columbus on January 7 for 2 meeting

with Chancellor Harrston. [t 1s esumated that this towal effort involved some 600 man hours.

including the prega....on of this report
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2 A brief descripnion of the findings and recommendanons of the insutuntonal management

2
review.

NCTC shows by its growth in student earollment and rebuilding of reserves that it is
providing education to meet the community needs at an economic cost. The Task Force believes
this is essentially due to the trustees having an excelient professional president and qualified staff
a!l working together. It would be difficult for this Task Force to make specific recommendations
on a furtber reduction of costs at NCTC that would not have a serious adverse effect on program

quality. The Task Force believes that any major contributions to cost reduction are best

addressed at the state level.
The Task Force understands that the system of higher education, established by the

Geperal Assembly, leaves the Board of Regents in a coordinating rather than a goveming
position. We have no desire to take away the independence of individual educational institutions.
However, the Board of Regeats must be given authority and must take a more directive role

state education in many areas. We have outlined our recommendations in the areas of reporting
systems, credit transfer, change to the semester system, and the centralization of services. With
respect to the statc's need tc achicve maximum utilization of investment in facilities and to make
the best use of closely located campuses and facuitics, we have pointed out as an example the
significant duplication of expenditures at NCTC and OSU-Ma...field, »~1 the potential savings
through the utilization of emerging technologies.

The Task Force belicves that the existing state system of funding higher education has
no relatiouship to what the public expect in the 90's. The industrial and business leadership of
our area need a stronger emphasis on practical skill training necessary to stimulate and promote
cconomic development, with attention given to programs involved with new jobs, new
technologies, and new business. We believe the public will no longer support tax dollar
expenditures that are not essential to social and ecouamic development.

The Task Force would like to than. the Go-'emor, Board of Regents, and the NCTC
Board of Trustees for the opportumity of serving and the NCTC President and staff for their

cooperation and assistance 1n our review of this important matter
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EXECUTIVE SUMMARY

The College was established in the mid-1970s as a low-cost medical education alternati
to the high-cost university medical centers in existence in Ohio. Having enhanced its | v
cost design with prudent and innovative management, the Colleze is found to be bz‘:h

effective and efficient.

[ts effectiveness is assessed by the activities and quality of its graduates, as evaluated b

both the graduates themseives and their training program directors. Not only is the quali y
of the graduates high, but their commitment to community-based practice is stron[gy
Continuing efforts need to be undertaken and monitored to 1ueet the primary care mission
of th College, but it is noted that increased efforts toward this goal are currently

underway.

in terms of taxpayer support NEOUCOM is the most efficient medical school in Ohio
realizing an average savings of over $3.5 million per graduating class when compared to
Ohio's other publicly-supported medical schools. From a student perspective, the BS/MD
curriculum allows for savings of over twenty percent when compared to the traditional

disarticulated medical education route.

Over the College’s 15 year history the interdependence of the consortium parters has
increased and trust has grown. The commitment of the teaching hospitals to the College
remains very strong, although there are elements in the competitive external environment
which could present challenges to that commitment. The development of the Rootstown
campus, both in terms of physical space and the faculty and staff who work in that space,
has been a function of the growth of the College as it pursues its mission. Prudent and
innovative management by the College’s leadership is building upon the efficiencies made
possible by the community based, consortium structure to ensure that it remains the most

cost-effective medical education program in the State of Ohio.
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Managing for the Future
A Report of the Task Force at Northwest Technical College

Executive Summary

In March, 1992, President McDougle created a local Managing for the Future task
force, consisting of seven insticutional representatives and five area leaders of busi-
ness and industry. On the state level, the task force supports the recommendations
in the letter from Roy Church to Chancellor Elaine Hairston, dated April 10, 1992,
In addition, the task force has developed 2 series of recommendations for the im-
provement of the efficiency of college operations. The administration of the College
has each of these recommendations and other cost reduction and revenue enhance-
ment possibilities under review and will implement those that appear to be viable, in
an effort to maintain the level of service in the face of potentially severe reductions
in state appropriations.

The quality/cost relationship at Northwest Technical College has operated to man-
date serious reviews of all programs. Those. like agri-business and construction,
whose demand has been limited, have been placed on inactive status. Growing pro-
grams have been allocated increasing amounts of the increasingly scarce resources
when both the need and the demand have increased. Examples of programs in this
category inciude early childhood development, nursing, and human services.

A continuous program evaluation and review process assures that quality is main-
tained and the programs are cost effective at the same time. Cost saving measures
already implemented have made possible the absorption of the 199! subsidy cuts
while maintaining quality and increasing enroliment by about 15 percent. Additional
savings appear to be possible for 1992-93, without reducing faculty positions. Those
savings possibilities, in addition to increasing tuition, to the extent permitted, may
make it possible to operate during the coming fiscal year with minimal effect on

- quality. The longer term effects of hiring freezes, elimination of pay raises, elimina-

tion of faculty development funds, reduction in publications and advertising, and
severe limitations on capital equipment spending, remain to be determined, but, if
long continued, will certainly reduce quality and service levels.

in order to insure the most effective and efficient use of available resources, college
administration will continue to involve outside persons by continuing the task force
concept, and will actively seek tne advice and counsel of other groups, such as: (a)
the board of trustees, (b) the Northwest Technical College Foundation board of
directors. (c) area state legislators. (d) alumni and current students, (e) program
advisory committees. and (f) area press and media. In particular, the board of trust-
ees has been supportive of the task force concept. and has agreed to meet as often as
may be required n order to insure adequate and prompt response to changes in state
funding levels and the recommendations of the task force and/or other groups.
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Managing for the Future
A Report of the Task Force at Northwest Technical College

THE INSTITUTIONAL REVIEW PROCESS

President L. McDougle formed the local task force, composed of five outside business

and industry representatives, and seven institutional representatives, in March of
1992. The first meeting of the group was held on March 25, 1992. The names and
affiliations of the task force members are as follows:

Business and Indystey College Representatives
Mr. Neison Bell Mrs. Debora Barcy
Director for Economic Development Director, Health Sciences
Fulton County
Mr. Larry Otto Mrs. Marleen Schumaker
State Bank and Trust Company Instructor
Defiance. Ohio
Mr. John Wilson Mr. Richard Squire
Sauder Woodworking Company instructor
Archbold, Ohio
Mr. Monty Cruse Mr. LeRoy Pool
Wal Mart Instructor
Napoleon, Ohio .
Mr. Tim Khine Mr. Doug Beck
Bryan Custom Plastics Supervisor, Buildings and Grounds
Bryan, Ohic

Mr. Kenneth Esterline
President, NWTCEA, OEA/NEA
Mr. Robert Pfau

Dean of Institutional Advancement

The task force was first provided with an outline of the statewide and institutional
committee charges and some examples of cost containment initiatives undertaken by
other institutions and those already completed by Northwest Technicai College.
Following this introduction, open discussion generated many questions regarding the

operation, management and organization of the College. Questions that could not be

answered in detail at a given meeting were researched by College staff and answered
by means of detailed hanJouts at subsequent meetings. including extensive reports
from Mr. Larry Corbin, Treasurer/Business Manager. and Dr. James Nagel, Dean of
Community Services. Throughout the series of meetings an attempt was made to
focus on; a.) cost reduction pcssibilities, b.) revenue generaving possibilities, and c.)

the specific questions in the section on the product of institutional review in the
institutional committee charge.

FINDINGS AND RECOMMENDATIONS

Prior to the establishment of the task force, the administration and management of
Nore= =3t Technical Colleg. “ad already instituted a number of cost saving mea-
sures The most important of these were shared with the task force by memoran-
dum from President McDougle. dated March 26, 1992, and attached as appendix "A."
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Executive Summary
The Ohio Btate University Managing the Future Task Force

Gerald E. Mayo, Chair

The Ohio State University Managing the Future Task
Force was appointed by President Gee on November 27, 1991.
¢t consists of sixteen members, eleven of whom are from the
central Ohio business community.

pue to the size and complexity of The Ohio State
University, the Task Force elected to focus its efforts on
broad based issues aimed at assisting the President and the
Board of Trustees in leading the University into the future,
rather than considering the daily operational issues
associated with any given function. The final report, which

will be completed in September, provides specific
recommendations centered around six key areas as identified
by the Task Force. These critical areas of emphasis
include:

1. Mission

The need for a clearly defined mission statement
that can be used as a guide when establishing
priorities and allocating resources.

2. Governance

A process for evaluating and refining the
University’s governance structure to insure that
it is supportive of the University’s mission yet
reflects its many constituencies.

3. Information

Guidelines for developing information systems that
will help insure the allocation cf resources is
consistent with established priorities.

4. Academic Achievement

Mechanisms to help define, measure and reward

success, quality and productivity in achieving the
University’s academic mission.
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Page 2

Administrative Support

Processes and procedures that identify and reward
improved administrative support to faculty
students and staff including the elimination oé
unnecessary layers of administrative structure.

Resources
Iden;ification of the forces influencing
institutional costs as well as potential

strategies for making more effective use of
existing resources.

A complete list of Task Force membership is attached.
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SUMMARY

Ohio University faces its third century with many strengths: an outstanding faculty, a
diverse student population, an impressive array of programs, a residential campus in an
idyllic setting in Athens and regional campuses, 2 history associated with the development of
the state and the nation, and a pride in a sensé of mission and place.

Ohio University has used its resources economically, productively, and effectively.

Its expenditures per student are very cost effective compared to other public universities and
large proportions of expenditures are on instoiction and student scholarstips. A very low
proportion of expenditures is in administrative support. The University’s productivity has
increased in almost every area including faculty teaching productivity, student retention,
degrees granted, and faculty involvement with students. Evidence of effectiveness and
quality growth in students while they are enrolled has been measured and documented by the
University's successful multi-dimensional campus assessment program. Ohio University has
been recognized with numerous excellence awards, research and grant funding has increased,
and there has been a significant growth in alumni gifts and support. Cost containment
programs are in place and the University has re-directed funds into areas critical to the
mission of the University. Strategies for enhancing quality in the period of future financial
uncertainty have been developed as part of this task force review and will be implemented

with the approval of the Ohio University Board of Trustees.
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V. Strategies for Enhancing Quality in a period of
Constrained Public Funding

Question: Given the prospect of constrained or even reduced state support
for university education, what can Ohio University do to maintain
access, enhance the quality of its services and respond to
the several publics of the University?

aoawmichudiammdpubﬁcpoﬁcydeci:iaubynalegmnmtwggwmnmw
suppcrtwillatbengmwaaslowraminmedeudeahud. If recent trends in state support
cnnnotbemaaed-it-is~lib1ydmwﬂlbe.apmlm¢edpaiodofﬁw\dﬂm. The issue
before the university community is: <an the University prosper in such an environment and
whamwpamllmmmﬂntpombmty Three strategics are suggested: increase
income from non-state SOUrces; contain Costs; reform and restructure.

A. Increase Income from Non-state Sources
1. Tuiticn and Fecs

In 1980 Ohio University ranked second in the
state in undergraduate tuition and fees. From
1980 to 1990 undergraduate fees increased from
$1,206 per year to $2,721 per year or 125.6
percent. Several other universitics raised their
fees at 2 more rapid rate. As a result, Ohio
University had the Sth highest fees in-the state in
1990, a drop of three positions. During this same
periodmeavmgemiﬁonandfeeixminﬂ\e
state was 139.8 percent, well above that at Ohio
University. If Ohio University had maintained its
2nd place rank in 1990, fees would be $300
higher and an additional $5 million would be
available to the University.

If there is further erosion in the level of state
funding, tuition and fees need to be examined as a
replacement for a portion of lost state funding. In
response to sharp cuts in state support in tie carly
1980's, Ohio University increased fees at a rate to
replace 80 percent of lost state funding. Current
and future reductions in state support will require
increases at those appioximate levels.

Increases in tuition and fees should be matched a’
state and university levels by increases in
scholarship and financial aid. Since Ohio
University already funds a larger percentage of




scholarships and fellowships out of its general
fund budget, new funds should come fron: private
funding and endowments.

Earoliment Management

A change in student mix can also increase
subsidy, tuition, and fee income. Potential
sources for this increase include transfer students
from two-year campuses and relocate students
from the regional campuscs who bring higher
levels of state support; nonresident students who
pay the equivalent of state support in non-resident
surcharge. The enroliment management program
should develop goals to increase the diversity of
campus enroliments and enroll incremental
students in programs that can absorb student
growth with marginal increases in program
expenditures. Graduate enroi.ments should be
increased by students who are externally
supported by grants, contracts, companics or
govenments. Incremental graduate earoliments
without direct cost consequences represent, in
potential growth areas, net increases in operation
funds.

Externally Funded Research and Sponsored Activity

Growth in graduate student support, research and
service activity will be primarily dependent on
increased extemal funding. From 1980 to 1990
external funding for research has increased from
$2.5 million w $10.2 million or 308 percent.
Funding for other sponsored restructured activitics
has increased from $10.1 million to $28.1
miilion. External funding for research should
exceed $20 million by the end of the decade.
Total funding for all sponsored activities should
reach $60 million during that time period.

Private Support

Private support in the form of annual giving and
endowment income can and should provide
distinct support for quality in the years ahead.
From 1980 to 1990 annual private gifts increased
from $2.3 million to $11.2 million. The total




value of the endowment in the period from 1980
to 1990 increased from $25.6 million to $66.4
million. It is expected that by the end of the
decade annual giving will be at the $20 million
level. Also by the end of the decade the total

endowment st -uld exceed $100 million with
annual spendable income in a range of $6-9
million.

Coantain Costs

Every dollar the University spends should serve or support the
distinct educational mission of Ohio University «nd provide
access for students across southeastern Ohio through five
university centers. An undergraduate experience of unusual
quality in a residential setting is available in Athens with
oportunity for advanced instruction, research, and service.

To enhance quality, to fund continued improvement and reform
during a period of constrained public funding, all segments of
the University must actively search for ways to reduce or
contain costs. The reduction or containment of costs must be
part of the ongoing institutional planning process, a factor in all
decision making.

The effort to improve quality in an extended period of
constrained public funding in the opinion of the task force
dictates a number of operating principles.

-- University goals and priorities established in the
educational plan must be understood and used
consistently by all planning units.

-- The enhancement of the academic mission in the
central reason for any cost containment effort.
All planning units must pay particular attention to
ensuring the human and material resources
essential to the institution’s ability to attract and
hold able students, respond to their needs and
demands for courses and programs at both the
undergraduate and graduate levels.

-- The president, the provost, the deans, and the
vice presidents must each take a leadership role in
outlining processes and establishing the procedural
guidelir..s for a systematic search for ways to
contain costs while enhancing quality.
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Special emphasis must be given to recognizing
and rewarding quality enhancement in the context
of greater efficiency.

Reform and Restructure

To better use limited resources, the review of the University and -
its activities should be an ongoing rather than a periodic

process. Three interdependent yet distinct sets of tasks are
ne.essary to continuously reform and restructure the University
in response to changing conditions. The Task Force on
Managing for the Third Ceatury offers three recommendations

1o the Board of Trustees and to the University community:

1.  Planning Process

The University planning process which has served
the institution well over a decade-and-a-half
period of reductions and increases in state support
should be reaffirmed with its present structure and
charge.

The planning process combines a broad
participation with a focused responsibility for
establishing priorities and for decision making in
the several planning units and the University as a
whole. It combines a holistic, goal-directed
approach with a strong data base for planning and
decision making.

Two focal points are the planning units and the
University Planning Advisory Courcil (UPAC).
The planning units are responsible for establishing
goals and objectives to implement the University
plan, the allocation of resources committed to the
unit, and proposals for change.

The University Planning Advisory Council is
responsible for review of projections of
enrollment and income; evaluation of requests for
new funds or reallocation of existing funds to
particular planning units; topical, timely, short-
term (three to five year) action plans; operati-nal
plans in the form of recommendations on planning
pools and a fiscal plan for each budget year.
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The council is chaired by the Provost and includes
faculty, student, and administrative staff.
Approximately one third of the total membership
is replaced each year. The council submits a
planning report to the president each year and this
in turn provides a basis for review and action by
the Board of Trustees.

The new economic reality suggests that criteria
used in the planning process continue to
emphasize the action agenda in resource allocation
but with stronger emphasis on cost containment
and growth by substitution rather than addition in
support of reform.

Onality Circl

It is recommended that quality circles be formed
around common activities across the whole
university in a range that might include but not be
limited to general education courses, departmental
majors, housekeeping, maintenance, student
services, and activities. Each of those quality

circles should be asked to explore what its

members as a group do and to consider possible
altemnative approaches to doing the tasks 30 as to
improve performance and contain costs.

It is further recommended that the Univessity
encourage and reward innovation. To this end,
funds should be made available to encourage
research, development, experimentation and
assessment in educational . Programs
should be funded that reform and improve the
quality of education and services while at the
same time maintaining or lowering the costs of
delivering education and services. A similar
innovation fund should be provided for the
nonacademic portion of the University to reward
and support proposals to implement improvements
that will respond to the needs of those who
require the support services while maintaining o+
lowening costs.

Improvement and reform needs to focus on
particular activities with continuous improvement
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programs established in the academic and support
sectors of the University. The programs should
include an education component and a
methodology for trans-departmental process
analysis and improvement. The purpose of the
program is to examine any nuimioer of asks (o the
end of improving service to students, faculty, and
staff.

All deans, vice presidents, and department heads
are to seek out individuals and/or groups and to
provide recognition and support for efforts to
improve services while maintaining or lowering
costs. Information about innovations should be
shared across the University to let others leamn
about pracu:¢s they might be able to use. A best-
practice consultant from within the University
could be used to provide a focus for the
examination and alteration of structure and
process.

All of these processes and reward systems must
be established in a context which makes the
response (o constrained public funds a reform-

minded activity rather than a budget-driven o
necessity. The emphases should not be on cost

cutting and efficiency at any price but on

improvement and reform.

The Task Force on Managing for the Third
Century recommends that a University
Colloquium be created to examine continuousiy
the internal and external environments of the
University, the future described by the current

educational plan together with alternate futures for
Ohio University.

The charge to the colloquium should include:

(1) A regular review of progress in
implementing the educational plan
for the University and penodic
work on preparation of a
restatement of the goals and




priorities established for the
University.

(2)  The examination of organizational
structure and decision making at
Ohio University and a continual
cffort at review, assessment, and
improvement of operation and
decision making.

(3) Continuous scanning of the external
environment and, specifically,
ex ions addressed to the
University by societal needs, by
clected officials, by alumni and
friends, and most importantly, by
each succeeding generation of
students. The review includes
discussion of actual and proposed
responses to these changing
expectations.

. (4)  Examination of both the constant
and changing roles of Ohio
University in its service to the
southern region of the state, the
state as 2 whole, the nation, and the
world.

(S)  Exploration and assessment of
_change, reform, and innovation
throughout the university world and
the consideration of the implication
of thesc developments for Ohio
University.

Membership in the colloquium:

It is recommendation of the task force that the
colloquium should meet three or four times a
year, be chaired by the president, and include in
its membership the Board Administration
Committee of the Board of Trustees, two student
trustees, three faculty members, and three staff
members appointed by the Chair of the Board of

' Trustees on the recommendations of the president.
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OWENS TECHNICAL COLLEGE
MANAGING FOR THE FUTURE

TASK FORCE

I. Introduction

The Owens Technical College Managing for the Future Task Force utilized a study process designed to
optimize committee members’ input while minimizing the strain on their already-crowded schedules and
the limited internal resources of the College. A review of the College’s 1990 institutional self-study which -
had been prepared for the reaccreditation process of the North Central Association of Colleges and Schools;
a review of the 1990/91 - 1994/95 Strategic Plan for Owens Technical College; a review of the agreement
between the College and the Ovsens Faculty Association; and examination of statistical and empirical
information developed by the College’s staff in respanse to the questions listed in the Managing for the
Future Institutional Committee Charge document yielded the initial drafts of this report.

The Institutional Committee offered refinements and clarifications to the draft at a meeting on May 19,
1992. This document reflects that final input.

The committee was chaired by Jan Skunda, Executive Director of College Relations, Owens Technical
College. The committee members were:

Mr. Wendell Fryer - Chairman and CEO of The Centrex Corporation, Findlay, Ohio
Chairman of the Board of Trustees of Owens Technical College

Mr. James Beshalske - President, Toledo Area Private Industry Council

Mr. Joseph Colturi - Vice Pregident, The Port Lawrence Title and Trust Company
of Toledo, Ohio

Mr. Norman Ladd - Industrial and Commercial Dévelopment Manager,
Rudclph/Libbe, Inc. of Walbridge, Ohio

Mr. Charles Mann - Vice President for Business Affairs, Owens Technical College

The concepts of examining institutional strategic direction, analyzing the impact of external and internal
forces onthe College’s ability to fulfill its missions, and seeking the valued advice of community leaders were
in no way new to Owens Technical College. Self-studiee are part of the higher education setting; a living
strategic plan isin place for the College; and advisory committees from the community are very much a part
of College operations.

Although self-studies for individual academic programs are conducted as part of scheduled program

reaccreditations and program evaluations are completed at the end of each academic year, the most recent
institution-wide self-study was completed just some eighteen months ago.
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Submitted to the Commission on Higher Education of the North Central Association of Colleges and
Schools, this self-study (Appendix 1) provided an exhaustive analysis of the College.

Beginning with an examination of the College’s Mission and Purpose statement, the study further
examined the College’s governance and administration, programs and curricula, human resources, student
services, physical resources, financial resources, and other services. The study went on to measure
performance against institutional goals and also sought to determine the College’s ability to continue
accomplishing its purpose.

The self-study found an institution with a burgeoning enrollment of students with increasingly diverse
backgrounds and levels of preparedness, generally adequate equipment and facilities for existing pro-
grams, and on-campus support services which were meeting the varied needs of the students. However,
the study also identified some significant concerns; among them - ‘the impact of evolving from a small to a
large institution, the need for allocating additional resources to ensure adequate quantity and quality of
personnel, and the widening divergence of students’ educational objectives and needs.

Each of the concerns raised in the self-study is exacerbated by the current constraints on the state’s
resources. Identifying areas which will requir. ‘ncreased resources due to higher enroliments only
accentuates the problems created by the aforementioned constraints.

The Owens Technics! College Strategic Plan for 1990/91-1994/95 was officially approved by the Colleze'.
Board of Trustees on January 15, 1991. It is designed to be a “living” document, keeping to the philosophy
of Owens College President Daniel H. Brown that a strategic plan should be a road map not a rut. Itserves
as a guide for daily activities with the flexibility to evolve as internal and external forces impact the College
and its operations.

The Strategic Plan is included in its entirety in Appendix 2. However, portions of the plan are excerpted
in this report’s narrative response to the key questions of the Institutional Committee Charge. The
existence of this strategic plan, this institution-wide agreement on priorities, has been critical in dealing
with the difficult choices which arise in grappling with financial shortfalls.

Critical as well are the College’s advisory committees. Advisory committees for each technology program
area are appointed by the Bo:urd of Trustees upon the recommendation of the President. These committees
are composed of community volunteers from business and industry, health care and social service
organizations, and the public sector. Currently, fifty-four advisory oommttees exist to serve both the
Toledo and Findlay campuses of Owens Technical College.

These committees help keep the instructional programs realistic, practical and responsive to commuri
and business demands. They provide real-world insights to ensure that the academic insulation that
sometimes develop in higher education settings does not occur. Advisory committee members look at the




programs, curricula, and job placement opportunities within their area of expertise, offering suggestions
for change which will help keep the graduates of Owens College well-prepared for productive careers and
succesaful lives. They also help with equipment selection, faculty recruitment and, occasionally, equipment
donations.

The commitment of the more than five hundred individuals who serve on the Owens Technical College
advisory committees is exemplary. They have helped illustrate that shining a light from the outside into
the dimly lighted corners of an institution’s operationsis not threatening or dangerous. In fact, the opposite
is true. Shining a light exposes hidden pitfalis. It makes the path to be taken much clearer. It lessens the

dangers.

II. Findings and Recommendations

In brief, with expanded explanations contained within the narrative responses in this report, the review
of Owens Technical College identifies the following findings and inakes the following recommendations.

Findings

¢ By virtue of its size and programmatic content, Owens Technical College needs to move forward
with its objective of becoming a community college.

o Owens Technical College is seeking to direct limited resources toward accomplishing the highest
priorities as identified in the College’s strategic plan.

o The gap between the start of each fiscal year and the verification of the actual funds which will
be allocated from the state creates a planning nightmare that few business enterprises wouid allow
in the private sector. This is particularly true for growing institutions like Owens College which
know full well that the growth factor will probably not be fully funded but can anly guessat the actual
cents on the dollar which will be provided.

o With northwest Ohio facing economic difficulties which currently cutpace those facing many other
areas of the state, the need to “re-tool” the area’s adults is certain to continue unabated. Even if the
state’s revenues increase significantly, Owens Technical College needs to maintain careful steward-
shipin allocating funds based upon strategic priorities, because the enrollmeni projections at Owens
far surpass expected formula reimbursements.

o The lack of a cohesive state system for the two-year colleges limits their collective power and blocks
creation of systeric efficiencies.

e Although the introduction of a transfer module helps eliminate the state's paying twice for some
students’ coursework, articulation and transfer issues remain which aggravate students, frustrate
college officials, and cost the state of Ohio money.




. OwensTechnichollegeexacisescaminscheduhngemmesandmdenmsoastomaximize
clasaroom and laboratory utilization. However, capital allocations are not keeping pace with
enrollment.

« Some constructive steps have been taken to streamline Owens Technical College operations and
increase efficiency; however, additional steps can be taken, particularly in the areas of processes for
form approvals and decision-making.

« In line with the steps mentioned above, the Collegeis conducting an internal examination of paper
flow to identify ways in which computerization could aid in this effort.

« Placement rates for Owens Coll _e graduates provide testament to the quality of education, as
perceived by area employers.

o Alternative delivery systems such as in-plant degree programs and satellite locations for
workphnenwacydmespmvidewmemﬁeftosu'ainedoncampmfadhﬁesbutdo add to the
demand for human resources. However, the end result seems to be worth the effort as these
programs directly impact the ability of Ohio’s companies to c:npete in the global marketplace.

* Ag part of the on-going commitment to quality operations, it's essential to develi\p programs of
labor/management cooperation; thereby producing quality education with the highest degree of
efficiency.

Recommendations

o Enwmgethemwtopmueastatesystemofcommmityeolleges,unifyinga&agmenﬁedtwo-
yurmﬂegecyﬁem,inmaﬁnztheeﬁecﬁvenwofmtedoumbyfumeﬁngmmﬁuhmmmd
wphommhvdmdmuinmthelwwucmtalofhigheedumﬁmmdbeﬁermingthe
taxpayers. The resulting enhanced use of the newly developed transfer programs would encourage
the growth of a strong feeder system for the universities.

« Owens Technical College should continue with staff development programs for itsadministrators
to further enhance individual’s managerial abilities, thereby further improving the management
of the College’s cperations.

o M&de@m@mnth%@ﬂbpmmdhc&wt
unnecessary steps and bureaucracy. Care should be taken to maintain appropriate oversight and
clear-cut responsibility.

°TheCoﬂegemu:twnﬁnuehpmueimpmvmmthquaﬁtythmughardaﬁninmmhthe
number of full-time faculty. The ratio of full-time to part-time faculty remains below that set as a
goal by the Ohio Board of Regents.

o The College must continue development of a Student Qutcomes Assessment procesa. Itis difficult .
to quantify quality when there are isolated statistics and data to support or refute quality
assertions.
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EXECUTIVE SUMMARY

REPORT OF THE SHAWNEE STATE UNIVERSITY
MANAGING FOR THE PFUTURE TASK FORCE

This report analyzes issues related to quality, pro-
ductivity, and cocts at Shawnee State University in light of
$SU's role as a regional, open admissions, chiefly commuter
institution offering the associate's and bachelor's degrees.
institutional growth in students 1is required to make SSU
1ndependent of 1ts current supplemental funding, but with
that growth must come growth in facilities, degree offer-
ings, and full time, well qualified faculty.

The collective bargaining environment influences and
constrains cost containment and management decisions at SSU,
and this report recommends a review of process and practices
to ensure planning which meets Ohio's needs for the '90s.
Shawnee State University's regional service mission, which
recruits new students and produces revenue and educational
opportunities, can continue to expand. The Task Force notes
that cost cutting measures which apply %o mature institutions
with stable enrollments do not apply at a new university en-
joying 8% yearly growth, and that state universities' local
autonomy for expending instruc+-ional subsidy dollars could

reasonably be extended to include capital dollars as well.




SECTION TWO

The Task Force interviewed members of the Board of

Directcrs, Administration, Faculty, Supporting Staff, and

student Body. Interviews were conducted on both an
individual basis and 1n-group meetings. An anonymous survey
was conducted. Reference information and statistical data
were reviewed relative to Shavnee State University and other
universities. Input was .eceived from several hundred
people, which covered a multitude of topics including (but

not limited to) budget, operations, curricula, mission and

activities.
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SINCLAIR COMMUNITY COLLEGE
MANAGING FOR THE FUTURE TASK FORCE

EXECUTIVE SUMMARY

Summary Comments and Observations:

1.

The College is well focused with a multi-faceted mission directed at the
educational needs of the Dayton region, and with specialized programs
serving the entire state.

The College faculty is committed to its direct instructional mission. The
vast majority of faculty load is directed to classroom instruction.

The College is well managed and has a variety of sound management
practices and technigues in place to assure efficient and productive use
of resources.

a. An impressive array of cost containment processes are in place, and a
variety of specific cost saving initiatives have been undertaken (see
attached document). It is apparent that efficiency and effectiveness
are very much a part of the institutional culture.

b. College average spending per student is well below state and nationsl
averages for like institutions.

c. Based on peer comparisons, the College directs a disproportionately
large part of its resources to direct instruction and student
services, and markedly lower spending for administration.

d. The College uses a number of creative strategies to acquire state of
the art technology (cooperative arrangements with other schools,
collaborative ventures, business~industry partnerships, direct
donation, etc.) to enhance its resource base and to expose students to
exenplary lab training experiences.

e. College planning is long-range, strategic, and linked to resource
allocation.

f. A specific program for Total Quality Management/Continual Improvement
is under active implementation.

g. Employee performanc~ is continually monitored and compensation is
merit-based. In addition, multiple employee recognition strategies
are employed for beth faculty and staff to enhance morale and
encourage further achievement.

h. Sinclair student tuition is among the lowest in the state.

i. The College actively and continuously assesses the finaﬁcial impact of
its various programs.
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Jj. The College actively monitors its ratio of full-time and part-time
faculty; sufficient part-time faculty (with appropriate selection and
quality control procedures) are maintained to promote efficiency and
to allow the College to quickly respond in a cost conscious manner to
program specific enrollment expansion and contraction.

4. Sinclair is an innovator in exploring efficient alternatives to the
educational prccess; examples include College Without Walls, Experience
Based Education, TV Sinclair, and extensive use of new technologies {PC,
AV, Video, etc.) to broaden access to individualized and self paced
instruction.

5. The College plays an active role in addressing a variety of the issues and
challenges now confronting Dayton and most urban based communities. These
include:

a. Training and re~-training for the jobs of today and preparation for the
jobs of tomorrow. The College's role in researching, acting, and
reacting to the local job market cannot be over-emphasized. It truly
"leads the need" in anticipating the training needs of the local
economy .

b. FEducational access for place-bound students.

c. Educational and technological access for area organizations and
employers.

d. A forum for the discussion and resolution of commmity issues. ‘

e. Active linkages with area high schools, universities, and employers to
facilitate a "total system” orientation for the educational process
and its "end users".

f. Efforts directed at specific populations e.g. displaced workers,

welfare recipients, the handicapped, the educatiocnally underprepared
{of all ages).

6. Sinclair is at the leading edge in its commitment to accountability and
outcome assessment. The "Sinclair Guarantee" for transfer and career
programs announced for Fall, 1992 is but one element of a broader and well
conceived plan toward a total assessment goal.

7. The College has a talented, dedicated, community oriented, active Board
that establishes, monitors progress toward, and periodically re-evaluates
mission, direction, and major policy goals for the College. It is
absolutely essential that a strong local Board, operating within the
appropriate govermance structure., be maintained.

a. Local leadership that provides insight, continuity, commitment, and
responsiveness to a rapidly changing lccal environment has proven
critical to optimizing the College’s service to the community.




Further, the fact that Board members are readily recognized by the
local community as individuals of strong reputation, expertise,
personal integrity, and with the community’s interest at heart has
greatly facilitated the College’s ability tc gain acceptance and
support from the community’s leadership and populace.,

b. The Board and College have found it critical to have the authority and
flexibility to function autonomously and independently to best meet
the needs of the community and the College’s educational mission.

As the Task Force reflected on the importance .of knowledge and marketable
skills in keeping individuals out of prison and off public assistance
roles, we cannot help but.conclude that an open access institution 1ike
Sinclair is a vital community resource. Sinclair's impact on the local
economy and social structure is enormous. Further, since comprehensjve
community colleges like Sinclair apparently are a relatively recent
phenomenon in Ohio, we wonder if there is a general appreciation at the
state level of the critical need for their programs and services.

The Task Force would ask public policy decision makers to consider:
a. A healthy economy and healthy society go hand in hand.

b. Increasingly, knowledge is the key resource and driver in our economy ;
economic regions must be able to build, sustain, and enhance their
workers’ knowledge base.

c. Knowledge is further the critical skill that people must possess to
cope with and to contribute to today’s complex society in a positive
way.

d. The state’s and nation’s fortunes will continue to be buffeted and
reshaped as we evolve toward an increasingly global and
knowledge-based economy. Indeed, we believe that some of Ohio’s most
pressing current budgetary issues (prisons, youth services, and human
services) offer compelling evidence that the state must balance
treating today’s symptoms against building for a healthy social and
economic future. The need is becoming increasipgly clear. We must be
rrepared to offer open and affordable access to education, training

and retraining for the jobs of today and preparation for the Jjobs of
tomorrow.

e. Sinclair has demonstrated, time and again and in many different ways,
that an aggressive and well led local community college can be one of

society’s most effective resources for addressing economic and social
issues.

o
o
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Specific Recommendations: ' ‘

The educational requirements for Ohio’s workforce continue to change
dramatically as we move toward an increasingly knowledge driven economy.
Older workers must retrain at the College level and a significantly
greater proportion of high school graduates must go to college to prepare
for the jobs of today and tomcrrow. College training, once a relative
luxury in Ohio’s economic structure, is rapidly becoming a necessity for
the majority of Ohio’s citizens if the state is to build a financially
sound future. Access to quality and affordable higher education must
become a top priority in the state funding process. The State must
balance the investment between education on the one hand and prisons and
welfare on the other.

The Task Force strongly encourages the College's move toward total quality
management. In addition, the Task Force noted the College's merit pay
program for faculty appears to be well conceived and progressive in design
and implementation. It is recommended that the merit program for
support/profec<ional staff, which does contain some excellent features,
should be evaluated in lignt of the recognition/reward philosophy
advocated in total quality management.

The Task Force notes that the state process for distributing instructional
funding appears to be rational and provides good institutional incentive
and flexibility in controlling costs and directing resources to critical
needs. At the same time, it appears the process needs to be updated to
recognize currently unfunded activities critical to local economies and
commmnities. Examples include support to small businesses and to
expensive health career programs.

The system is also deficient in that it is essentially a cost plus model
using historical Ohio costs as the benchmark or norm. It is suggested
that the model needs to incorporate one or more elements that would
identify and measure efficiency goals, and would reward progress against
meeting those goals.

The state’s student financial aid programs should be modified to support
the increasing numbers of low income, place-bound adults coming to college
on a part-time basis.

The College appears to be strongly committed to the goals of a) increasing
participation by adult Chicans in higher education, b) providing access
and success to underserved populations, and c¢) enhancing work force
literacy as well as providing specific technical training.

a. Multiple strategies are emploved to further these goals e.g.:

o High school linkages, summer institutes, cooperative programs, etc.

o Extensive outreach and targeted marketing.

o Greatly strengthened entrance assessment, placement,
developmental/remedial efforts, monitoring, tutoring and counseling.

o Active participation in JTPA, BVR, welfare reform and adult re-entry.
progranms, etc.

o Extensive use of technology and other creative strategies to enhance
the instructional process and learning experience.
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b. Costs, especially student services costs, appear to increase
disproportionately for the less prepared student. As a result,
adequate funding is key to providing the capacity to serve and to
ensure success for the academically disadvantaged. Items listed in a)
above should provide some intuitive reasons as to why costs escalate
so quickly with non-traditional populstions.

State funding for academically disadvantaged students needs to be
evaluated in light of the increased s—udent support required to
enhance student success. '

Early retirement incentive programs provided through the state retirement
systems are not' adequately flexible to provide cost savings to colleges.
As currently structured, the programs must:

a. be offered to all employees within the broad classifications of
faculty or staff; thus, there is not ability to direct an early
retirement offering to specific departments where surplus staffing may
have developed.

b. utilize total retirement system service credit to determine
eligibility priority versus service credit with the current employer.

The state's current approach to economic development is highly

fragmented. The community college role and contribution in this effort
could be considerably strengthened if the state approached this vital area
in a more strategic and cohesive way.
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SINCLATR COMMUNITY COLLEGE
COST CONTAINMENT INITIATIVES

Estimated
- Annual
Sample Process Initiatives Savings
o Maintain flat organizational structure:
) - Aversion to associate and assistant type $ 475,000
positions

- Low G&A expense as a percent of total 1,600,000
o Carefully optimize class size and number of course

sections 600,000
o Maintain lag in adding permanent positions vis a

vis growth 450,000
o Maintain "accordion plan" with quality control

relative to the staffing of part time faculty 900,000
0 Proceed toward implementation of continual

improvement/Kaizan processes NQ
o Utilize part time hourly employees versus permanent

to supply incremental staffing needs 800,000
o Initiate student assessment at all stages of

enrollment (entry, ongoing and graduation) to

eliminate "rework" and insure "value added" NQ
o Emphasize central duplicating services versus

satellite copiers in order to monitor and control

usage 80,000

0 Maintain pay for performance compensation program
(use merit and one-time bonus awards); further NQ
enhance by moving to value-added base.

© Maintain active preventive maintenance, renewal and
renovation program to prevent early failure and NQ
deferred maintenance problems

NQ
0 Willingness to terminate non-productive employees;
promote employee improvement; reward knowledge
based improvement NQ
o Ongoing academic program reviews including
financial impact analysis
NQ

o Strong budget process with each Vice President very
familiar with his/her own as well as other budget
allocation requests
- Integrated with overall strategic planning

process to insure gllocations are directed toward
priorities
-~ - Use of specific goals and objectives

NQ = Cost savings obvious but not quantifiable
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Sample Process Initiatives

(o]

Review of all major financial issues by highly

qualified Finance Committee and Board of Trustees

- Ongoing access to "loaned executive" expertise in
specific areas of concern

Maintain detailed job description for each staff
position with specific agreed-upon goals and
accountabilities

Initiate careful evaluation of grant funding for
long term financial impact

Insist that auxiliary operations "pay their own

way

Insist that faculty are focused on classroom
teaching; provide release time for other activities
but only with very specific review, approval and
link to the College’'s mission

Carefully evaluate the financial benefit of using
in-house versus outside services

Emphasize value based bidding for goods and
services

le S ific Initiatives

Replace building lights with long life (less
changing), low wattage fluorescent type

Install energy efficient replacement windows
throughout the campus

Implement zip+4 and pre-sort mailings

Install an integrated computer system to eliminate

redundancies and gain efficiencies .

= Purchase "off the shelf" computer and software
and minimize customization changes

Install granite steps to replace pre-cast concrete

Use of referrals to local hospitals and health

agencies versus maintaining on-campus health and
psychological services

Implement and carefully monitor health care cost
containment programs such as managed care,
preferred provider organizations and extended care
review; utilize employee cost sharing (deductibles
and co-payments)

Migration to new "user friendly" building
automation system to eliminate "technical
interface" function

NQ = Cost savings obvious but not quantifiable 36m
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Estimated
Annual
Savings

NQ
NQ

NQ

$ 400,000

750,000

14,000
40,000

9,000

400,000




Estimated

Annual
Sample Process Initiatives _Savings
o Establish a surplus property "clearing house" for NQ
internal use
.0 Repaint/refurbish office equipment versus buying 26,000
new
- Use of standards
o Where possible, place full-time employees on 9 and 61,000
10 month schedules
o Place grant-funded employees on contingent NQ
contracts and evaluate financial impact before
extending renewals
o Utilize secretary/clerical pool versus hiring 8,000
temporary employees
o Implemented employee assistance program to provide NQ
vital service to employees as well as reduce health
claims, absenteeism, turnover and increase
productivity
o Close campus or individual buildings at certain NQ
times in order to save utility and maintenance
costs
o Use of brick pavers, alternate treatment chemicals, NQ
etc. to eliminate salt damage to concrete surface
areas
o Control telephone costs via restricted lines and 20,000
use of extensions versus separate lines; furnish
departmenit heads with monthly usage detail
information
o0 Retrofit the College’s HVAC system 250,000
o Doubled roof insulation for improved resistance to 10,000
heat loss
o Change HVAC systems to night and weekend set-back NQ
temperature to save energy during unoccupied
building status
o Install small boiler and chiller to save energy NQ
during low load heat and cooling demand cycles
o Use dual fueled boilers to reduce gas costs 9,000
TOTAL QUANTIFIED ESTIMATES $6,812,000 .

NQ = Cost savings obvious but not quantifiable
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Zqecutive Summary

Since the winter of 1989 Southern State Community College has been engaged
‘mn maximizing the impact of its revenues on its educational programs and
ervices. As a result of the activities described in this report the College
astimates that it has been able to cut its expenses by several hundreds of
~housands of dollars. These savings have been used to maintain and the quality
and integrity of the College's educational services and programs in an
anvironment in which state support of higher education has declined by 14.25
percent.

The call for institutional task forces to deal with these issues afforded
the College an opportunity to inéorporate its Managing for the Future Task
Force into ongoing efforts tc umake more with less". The College plans to
continue the operation of the task force as an integral component of its
"ong-term planning process. The task force is now operating at a subcommittee
level, these subcommittee's are dealing with cost saving measures within the
departmental strulture of the college.

In the Introduction of the report, the college-wide cosc saving medsures
nhave been reported. Subsequent rzports by the task force will deal with
departmental cost saving measures.

‘n the body of the report four guiding principles nave been proposed to
;a1dz the task force 1n its future actions. The principal charge to the task
force goes far beyond the generation of a single report. The task force is to
jeai with the maintenance of the high guality programs and educational services

-yrrent'y offerea Dy 7€ lolese.
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Background

On Dec. 4, 1991, Stark Technical College convened its Institutional Committee that was
clarged with the task of studying the relationship between cost and quality on the STC
campus as part of a statewide Managing for the Future Task Force project. The 10-member
Committee was comprised of the following people:

STC Foundation Board of Directors Joan Selby, Chairman
Attorney-at-Law
Board of Trustees Irving M. Gordon, D.O.
) Chairman

Perry Family Practice Center, Inc.

Industry Representative Christopber Magrer
Director, Education & Organization
Development - Dieboid, Inc.

Minority/Business Robert Bobbitt
President, Terr-Paul, Inc.

. College A dministrative Staff Dr. Robert Kollin
Vice President/Dean for Instruction/
Student Development

Robert Hallier
Vice President for Business & Finance

Rebecea Priest
Director of Development/Report Editor

Faculty John Dunlap
President, Faculty Association
Assistant Professor, Communicative Skills

Students Jeff Poland
P 3t President, Inter-Club Council
Alamai David Aongst
Marketing & Communications Principal
The Timken Co.

The Cominittee met monthly from December through April. The following report is a
summary of its findings. Specific recommendations as to how Stark Technical College and

. the State of Ohio may further act to ensure quality in a limited funding environment appear at
the end of the report.
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Summary of Findings & Recommendations .

The Institutional Committee appointed by Stark Technical College President John McGrath
has completed its review of the three major areas it was requested to examine by the
statewide Managing for the Future Task Force. Major committee findings and recommenda-
tions can be summarized as follows:

Summary of Findings

. The College is currenty serving a record number of students while lacking sufficient
space per OBR guidelines and sufficient funding per OBR subsidy models.

. Throughout this steady growth period, the College has undertaken a series of organiza-
tional changes which have downsized the administration.

i The College has made significant strides in providing more economic development and
related service to the community without receiving state support for these components.
This not only diminishes the amount of support that can be given to credit instruction,

but places in jeopardy the institution's ability to expand, or even continue, its econom-
ic development activity which is very much in demand.

. The fact that the College pulled itself out of five years of deficit budgeting while ‘
serving growing numbers of students demonstrates that the institution has taken a
serious look at and eliminated many of its inefficiencies.

- A review of the various forces influencing costs and impediments to sustaining quality
have resulted in few additional recommendations regarding the control of costs. It is
quite clear that the College is a lean operation. iti i
© it of diminishing re wh i : e wi wer

dollars.

. The future implementation of Total Quality Management at the College is expected to
provide significant enhancements to the quality of education at Stark Tech.

Summary of Recommendations

The Committee's recommendations appear on pages 12 and 13 of this document. The
recommendations made can be categorized into three areas. They are designed to enhance:

1) The quality of service to students,
2) The institution’s strength within the community, and
3) The statewide system of higher educaton. .
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1.

1.

EXECUTIVE SUMMARY

RECOMMENDATIONS

The Committee recommends that Terra Technical College
adopt and completely implement Total Quality Management
(TQM).

The Committee reccmmends that Terra Technical College
include in its mission the concepts that are found in a
community ccliege.

The Committee recommends that Terra Technical College
complete its consolidation into a single-campus
operation.

The Committee recommends that Terra Technical College
review the organizational structure with the objective
of quality and cost containment.

The Committee recommends that Terra Technical College
make more use of in-house expertise where practical.

The Committee recommends that Terra Technical College
improves its evaluation system and establish a program
resulting in rewards for gquality performance.

The Committee recommends that Terra Technical College
review those programs that no longe: are State
Department of Education funded, to reduce cost impact
as well as a formal review process of all academic
programs.

The Committee recommends that Terra Technical College
review the processes for developing class schedules and
registration procedures.

STATE LEVEL RECOMMENDATIONS

The Committee recommends that the state develop a fair
and equitable measurement system to track the
improvements of colleges, in both guality and cost.
The state will need to establish an incentive systen
that would reward colleges that make continuous
improvements in their quality of education, while
reducing cost.

The Committee recommends that the state-wide "Managing
for the Future" Task Force identify those "bureaucratic
processes"” which negatively impact ** quality and cost
of individual college operations. These should be
submitted to the Ohio Bcard . ...gents (OBR) with
recommendations for impreo-rements.
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UNIVERSITY OF TOLEDO
MANAGING FOR THE FUTURE INSTITUTIONAL TASK FORCE

- EXECUTIVE SUMMARY

The University of Toledo Managing For the Future Task Force reviewed

materials prepared by staff of the University addressing the many issues
developed by the Statewide Task Force.

The UT task force found that the questions posed by the state task force did
not completely or accurately reflect the most important concerns facing the
university. The committee answered these questicns, however, but focused
on cost drivers and sources of revenue. There was agreement that the
University will need to understand better those items which drive its costs as
well as its sources of revenue.

UT Task force members included six senior business and community

the vice president for academic affairs, the dean of the College of Arts and
Scences, three members of the university faculty, and a representative of the
Faculty Senate.

Actions Recommended:
The University of Toledo should carry out the following actions:
e Develop a state of the art information system for strategic decision
making.
¢ Quantify the factors that drive its costs.

.Developamisedmissionst'aunmdmtufenb'qumy,'wmax
can be quantified.

e Set priorities for goals in the university's mission statement.
e Implement a process of directed admissions.
e Develop an understanding of the implications of its mix of students.

e Give emphasis to achieving diversity, maintaining access, and
retaining minority students, faculty and staff.

o Develop self-paced dasses for the underprepared.

« Begin a process of clearly articulated program review.

« Encourage the University Board of Trustees to act strategically.
The state of Ohio should carry out the following activ st

e Fund higher education adequately.

e Remove the cap on tuition.

e Allow universities with uncapped enrollments to set enrollment
limits.

* Respond to tne demand for more need-based finandal aid.
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INTRODUCTION

The Wright State University Committee on Managing for the Future views the
present crisis in funding for public higher education as structural rather than
temporary. The cost of public higher education has been growing faster than the
economy and must be brought within the bounds imposed by limited revenue at
the same time, the state needs to educate more effectively and train a larger
proportion of its Citizens in order to enhance its economic future. To meet this
challenge, we must implement dramatic changes in the system in such a way so as
to break the traditional assertion that quality and higher cost are directly related.

Public higher education is easily politicized both in its governmental support and
control and inside its educational institutions. The formation of the Ohio Board of
Regents (OBR) and the introduction in the 1960’s of a formula-based subsidy were
very successful efforts to rationalize the budgets and programs of educational
institutions. The independence of existing universities and new institutions created
during that period encouraged the efficient development of a diverse educational
system to meet the needs of a diverse state. We strongly support that system and
submit our recommendations with the advice to avoid the creation of an itional
r r minister these pr licies.

The state public educational institutions operate independently and form their own
goals, consistent with the intentions of their boards and existing and projected
economic constraints. As with any complex system, the constraints on the system
often strongly affect its output. The specific funding policies set by the OBR shape
the state educational system because the policies provide much of the economic
reality in which the individual public educational institutions exist. Thus, we believe
the OBR has the power to shape higher education in the state without changing its
basic structure.

The committee participated in an extensive and effective process conducted by
Wright State University, in order to reduce expenditures permanently and focus
WSU's efforts on essential academic activities. This process, which resulted in $6.5
million in reductions, is discussed in Section 2. Even though we are pieased with
this result, accomplished by a very strong and effective effort by both faculty and
administration, we believe this may only be a first step the total evolving economic
situation. The current climate calls for the development of a culture in the university
system that is willing to estabiish true systemic change in the ways the entire Ohio
system functions.

Some of the questions that this report must answer relate to how universities
evaluate quality. Wright State University operates through a good faith sffort based
on tested academic traditions, but there is much to be done in establishing
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measurable goals for quality improvement. Better management techniques have
been introduced over the past decade, and individual university units have been
encouraged to take innovative approaches to cut costs and improve the quality of
the services they provide. These questions are answered in detail in Section 3,
with information provided by the university.

The committee is submitting a set of recommendations to the state which we hope
will help create an environment for quality and change in the state educational
institutions. It is necessary that the state require that each educational institution
put quality procedures in place and establish measurable goals. Although the
procedures are fairly standard in ac:ademic institutions and expressed standards
are similar, the performance o: the institution may not be closely related to
effectiveness of these procedures, and the standards may not be appropriate. In
many ways, academic performance, and hence evaluation, has been on an
individual basis, whereas, the performance of an institution is more than the sum of
these efforts. More importantly, the performance of the state educational system is
more than the sum of the performance of the individual institutions. The state
should institute system wide goals and establish funding and control systems
based on the accomplishment of those goals.

The goals that the state needs to establish should be determined through a public
process. The recommendations given here, and expiained in Section 1, speak
more to an environment for attaining those goals. These recommendations must
be considered collectively rather than individually.

1. Eliminate unnecessary and ineffective programs.

2. Define specific roles for each educational institution and institute
selective and tiered admissions.

3. Define system-wide goals and provide incentives for accomplishing those
goals.

4. Institute policies that make the collective state institutions function as a
system.

5. Encourage the use of technology on a system-wide basis to improve the
quality and distribution of education.

6. Encourage and permit local control of those items which will not result in
incompatibilities in the system.
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. Recommendations to Youngstown State University

A. Academic Progrzms and Administrative Structure

Although changsammadcannuallyinpmgnms.cou:mandjobdwcn'ptions.tthnivcr.
sity has not systematically evaluated its academic programs or its organizational structure for a
number of years. The Report of the Strategic Planning Team offered some ideas for restructur-
iny that stimulated considerable discussion. Consequently, the University should:

1. Review the academic structure of the University with, at 2 minimum, the following
goals:

a. Evaluate existing or proposed academic programs and assess their roles in
aavancing the University’s mission.

b. Evﬂuachr;)gnmsandeoumoﬁetingsminsmmximum subsidy without
diminishing the quality of undergraduate education. Such evaluation should inclu_e
a careful review of University requirements regarding the ratio of lower to upper
division courses, the role of two-year programs in encouraging the pursuit of bac-

¢. Offer recomuendations resulting from the program review.

d. Evaluate the existing college structure to insure that, given current budget con-
straints, it best meets the needs of programs. Offer recommendations for change
where applicable.

. 2. Review the administrative structure of the Uaiversity with special emphasis on:

a. Reorganization of the administrati ive structure from the top level to department chair
level with the goal of consolidating respoasibilities wherever possible.

b. Continue to review role of athletics in the overall educational mission of the
University.

B. Evaluation Policies
hmmdminedmwms.mcumveuityneedswumfomcffommsusain
producdvityandhgh—qmﬁtyhmucﬁmamooghaﬂtymdhispmpm.&mmbmty
mMymmUNMMwmmmaﬂmﬁm
mmmmuummmymm: } '

i. Ineure that evaluations of all University departments are conducted on a regular basis,
MMWMM«WMuKMM.

2. Require standard annual reports of activities for all faculty including research and

blicati
3.Devdop;uid=ﬁmiouaquimdinfomnﬁoninmuﬂdepnmmmﬁdhm
consistency and completeness of information.

4. Pursue the establishment of a State-spoasorad Trustee Orientad o program. Supple-
menzmistypcofpmgxmwiﬁ:mmuﬂYoungstmmunimty' Board Orienta-
tion seminar addressing the respousibilities/roles of Youngstown State University's
board members.

. S. Through the Personnel Department, expand the scope of orientation and training semi-

pars for all personnel %0:

a. Cover the teasons for pertinent policies and procedures, not just the mechanics.

Q b. Communicate expectations of performance) ( ~
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c. Encourage cormunication upward, downward and laterally.
d. Identify available resources.

6. Intensify and standardize all data collection and reporting efforts especially those
related to productivity ad quality, ¢.g., faculty publications and the progress of
underprepared students.

7 Maintain opportunities for staff/faculty to update knowledge or continue education.
Explore external funding to support research, release time, individual or departmental
merit rewards, ctc.

C. Class Scheduling

The Task Force recognizes that two of the most attractive features of Youngstown State
University are its small class sections and early exposure of students to full-time faculty in
introductory courses. Nonetheless, as resources become constrained, the University must seck
ways to continue to serve its varied student population at Jower cost, with greater efficiency,
and without undo sacrifices 2 quality. Therefore, the University shoul<.

1. Examine class scheduling and class sizes to maximize efficiency. Examples include but
are not limited to:

a. Role of weekend and carly moring classes.

b. Increasing class limits in clementary and beginning-level classes to capacity of
rooms.

c. Reducing number of class sessions per week with corresponding increase in length
of each session.

d. Video lectures in lower division classes where jectures are consistent from quarter
to quarter.

D. Budget Policy

Current University policy implicitly encourages & «use-it-or-lose-it” mentality among aca-
demic and non-academic departments. The University should:

1. Develop an approach tc “udget planning that is based on establishing priorities, rather
than on across-the-board allocations and cuts.

carryover
budgetpcnods)andhycostmovcrywithinopendnzbudgcts.

E. Mnkeﬁn&mumhmdmdnﬁnz
mUnimskyisseekingwbolstcrandcoordimmdfominmnkndag,amwhmd
ﬁmdnism.hwnjuncﬁmwithmgg&sﬁomdmeﬁw%arMMnngmmeRzponaf

the Strategic F.onning Team, the University should:

1. Hire a full-time, 'onlllobbyistmptmideinformaﬁonabom'{mngswwnsw
:J:;w::gandwpm:ndwmevmmhy'ssmnmeSmeed-
levels. ‘

2. Develop a more cffective fundraising mechanism in conjunction with the Youngstown
State University Foundation, Alumni Association and Peaguin Club.

3 Conﬁnuewmmincthclong-cmimpmoncominuingopcnﬁngexpcmwhcnap-
ital projects are being considered, regardless of source of capital funds. When capital
gifsmoffcmd,makeeverymptmcm&nadeqwcendowmemsforopemﬁng
apenmbdomacoepting.

e
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4. Develop and market programs that target future enroliment markets such as the feder-
ally funded Upward Bound program offered to high school students.

' 5. Expand or improve the marketing of our Individualized Curriculum Program (ICP).

6. Encourage the concept that recruitmment is a total University commitment. This concept
endorses:

a. The “Each One, Reach One™ empioyee program.

b. Sending recruiting “‘teams” to area high schools (include representatives from
Admissions, faculty, administration and current students).

c. Raising faculty awareness of the need for their active participation in marketing,
recruitment and retention—inside the classroom as well as outside.

7. Expand minority recruitment/outreach efforts.
8. Continue to encourage.public.events on campus for potential studz=nts.
9. Encourage expanded sclicitation of external funding for research.

F. Fee Structure

The University has provided  broad range of services funded by wition. Recently the
University enacted an across-the-board fee for lab courses to partially recover associated costs.

1. The University should monitor the effectiveness of this policy and evaluate it against
the alternative of cost-based fees for specific courses/programs. The goal of fee policy
should be t0 insure that the fee structure recognizes the higher costs of certain courses.

2. The University should evaluate the feasibility of consolidating or replacing the miscel-
‘ laneous administrative fees, such as change-of-registration, with an enroliment services
fee which is assessed each student each quarter. The purpose of the fee would be to
provide streamlined services and to guarantee the stable revenue source necessary to
provide these services. The Task Force recognizes that changes in fee policy may be
contingent on revision of the pertinent section of the State Appropriations Act.
3. Any changes in fee policy should enhance revenues or at least be revenue-neutral.

4. The University should =:.plore the feasibility of a financing model based on high tui-
tion and high financial aid in order to collect a greater percentage of full educational
costs from students who can afford to pay, while using a significant portion of the
addednnuonmnncforgnncmlow—moomcandlmmddlemcomefamﬂmto
help cover the cost of higher tuition.

5. If legally possible, offer reduced out-of-state surcharges to residents of Mercer,
Lawrence and Butler counties in Peansylvanis to act as an additional sttraction to the
University for these students. The University should pursue any changes in State policy
necessary (Appendix I).

G. Personnel

It should be emphasized that Youngstown State University personnel costs are low and
employee productivity high. Howev:  ersonnel issues at Youngstown State University are com-
plicated by union contracts that bo:-  xect rights of employees anc establish terms of employ-
ment. Such contracts also inhibit u.. Jexibility of the administration to react in times of crisis.

Recent contract negotiations have become increasingly accrimonious and difficult. Resource

. coustraints will likely exacerbate this situation. Union representatives and the administration
alike need to cooperate %o meet the challenges of the coming years. The University needs to
review all aspects of employee compensation, which represents 5% of the educational and
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general budget, with the goal of containing costs, while also upholding the need to recruit and
retain high-quality faculty and staff. The Task Force offers the following specific recommenda-
tions and acknowiedges that many of them speak directly to contract issues. .

1.

s

Foster unity of purpose among faculty and staff by articulating University goals—both
long- and short-term—on 2 regular basis, e.g., at the State of the University assembly,
in an internal newsleuer, through other new or expandc channels of communication.

_ Centinue the early retirement incentive program for STRS membess and develop a

similar program for PERS n.~mbers.

_ Review starting and ongoing salary scales. Balance the need to contain costs with the

need to recruit and retain high-quality faculty.

. Guard against wholesale cutting of limited-service faculty.

Modify terms of Extended Teaching Service contracts to develop lower rates of
compensatio:..

6. Provide incentives other than salary increases (e.g., personal days, etc.).
7. Develop policies to measure and distribute workload more equitably among faculty and

H. Operations .

staff.

_ Continue to monitor the use of overtime and pursue use of shifts and alternate days-off

to aid in reductions.

. Establish University-wide staffing guidelines (e.g., FTE support: FTE faculty ratios,

student headcount:staff ratios, eic.) and identify imbalances. Redistribute staff accord-
ingly.Donmwlhforposiﬁonstobwomevmmbefomcvﬂuﬁng,mddonotmow
aress experiencing vacancies to suffer inequitably. .

. Dcvcloppmcedummpcmitmcnscofdwnmcmploymﬁommideagcndaw

ﬁnwmpomryvmncismbcrdnnpmmocmulﬁplemmwhmamfuﬂ-dmc
employees take short-term assigrunents outside the “home” department.

Create more flexibility by offering 9-, 10- and [i-month contract appointments so that
dcparmentswhichhxvemsmnl“downﬁxm" are not overstaffed during these
periods.

. Encourage use of varizble work-week schedules in offices which experience highs and

lows in workload (less staff work during downtimes, more staff working more hours at_
busy times). Considerthcuscoffourdxywarkweeksinwhichsnﬂ'schedulam
mwdunofﬁmwnﬁnumopemutbeympmdy.

Develop a formal procedure for “sharing™ support services (¢€.g., secretarial). Persons
innmejobchsiﬁcaﬁonscouldcamplacwrveyswidcnﬁfybuyandﬂowﬁm. Per-
sonnel Services could be responsible for coordinating this “emergency pool.” This pool
couldalsobeuﬁnudforﬁmngmponrylumofm,pmvidingﬁaﬂty
assistance with research publications, etc.

. Devcloppouciswemmemquﬁﬁedemploymwmchchsmaspmoﬁhek

normal workloads.

Increase the use of student employees in order to reduce use of independent contractors
and/or other employees whose jobs do not require specialized skills/training.

The ULiversity has always emphasized low operating costs. Recognizing the role of continu-
ous review and feedback to this process, the following recommendations zre offered:

¢ -
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1. Establish an internal University newsletter to replace miscellaneous other such

publications.

. 2. Review computer neecs and applications throughout the University on a *‘contrnibution
1o efficiency/cost savings™ basis and reestablish priorities as indicated. Examples
include: computerization of manual processes, mail bar coding and integration of
systems.

3. The existing rigorous prog'am of energy and utility conservation should include:
a. Ongoing assessmei *= of the heating, cooling and lighting systems.
b. Ongoing assessments of building and classroom utilization.
c. Expansion of recycling programs which are profitable and enhance the image of the
University.
4. Evaluate the current investment strategy's ability to maxinuze return on investments.
5. Continue to review current mail policies and procedures, including:
a. Cross-referencing students, employees and alumni to eliminate duplicate mailings.
b. Maximizing use of postal presort services by coordinating and standardizing mail-
iugs from the various departments.
c. Reducing overnight mailings and utilizing new Postal Service options for two-day
* delivery.
6. Continue to review potential benefits of outsourcing. Examples include:
a. Investigate the potential for realizing greater rates of return on endowment invest-
. ments through external management.

b. Evaluate the potential savings of *phasing out” Motor Pool operations and, instead,
bidding out such vehicle requirements to a local leasing or related-type company.
Utilize cost-efficient vehicles.

c. Closely monitor the financial stability of the Bookstore and, if not self-supporting,
bid service out.

d. Apply for private grants to finance capital cost over-runs for a child-care facility.
Consider bidding out the management of the facility to avoid cost to the University.

e. Investigate the use of a service company to administer =4l maintenance agreements.
7. Continue to consolidate services/programs where practicai.
8. Other suggestions for reducing operating costs include:

2. Combine all University-wide memos and notices into one weekly notice.

b. Encourage all employees o utilize the Media/Print Center instead of office
auditrons whenever ten or more copies of the same item are required.

c. Consolidate the duties and physical loca‘ion of the two separate Personnel offices.
d. Sundardize equipment, lights, ceiling ti.e, water fountains, vehicles, plumbing fix-
tures, etc. throughout campus.

9. Consider printing catalogs every two years with annual supplements, if necessary,
instead of every year. Instruct readers to “contact the department for the most current

. degree requirements.”
10. Solicit and reward employees’ ideas which result in increased efficiency/quality.

o 15 ‘
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Recommendations to the State of Ohio

The Task Force is aware that Youngstown State University is part of a comprehensive State
system of higher education. As such, each institution in the system must seek to serve the
needs of its constituent population while minimizing duplication of programs and facilities.
With this in mind, the following recommendations address state policies regarding higher edu-

cation.
A.
B.

C.

D.

They reflect the following concerns:
The general level of State support for public higher education in Ohio.

The need for each university to establish fee policies to maximize flexibility and to
recognize the unique location and mission of each university.

The need to avoid duplication of programs, facilities and services and to increase
interuniversity cooperation.

The need to consider changes in operation and governance in public higher education.

A. State Funding

L

6.

By new or increased taxes, fund higher education in Ohio at the median Jevel among
all states instead of at the lowest quartile, thereby decreasing the portion of college
costs provided through tuition.

Insure that the subsidy formula clearly reflects the importance of an undergraduate
education to the economy of Ohio.

Examine the role of universities in remedial education, recognize the higher costs of
such programs, and fund accordingly.

Review State assistance to private institutions (e.g., bond guarantees and Ohio Instruc-
tional Grants) to assess whether such assistance is adversely affecting public institu-
tions. Instructional grants should be limited to the average OIG awarded to students
attending public institutions.

Assist State universities in their efforts to attract and retain bright and productive non-
residents by subsidizing all such students to a greater degree (Appendix I).

Develop Suie financial aid rackages that are not predicated upon full-time status so
that part-time students may be helped.

B. University Fee Policies

L

Discontinue tuition caps and allow each institution to adjust its tuition in response to
market conditions.

If tition caps remain in place, amend the State Appropriations Act to allow institu-
tions to charge each student an enrollment services fee that consolidates miscellaneous
and administrative fees (for change-of-registration, transcripts, etc.).

Enact legislation to permit Youngstown State University to discount the ocut-of state
surcharge for students in adjacent Pennsylvania counties.

Consider instituting a financing model which is based on high wition and high finan-
cial aid. Current tax subsidies would continue but public policy would be modified to
create a “‘secondary subsidy for needy students—grants derived from the increased
tuition revenue.

C. Interuniversity Relations

L

Reduce the number of branch campuses located in the service areas of other universi-
ties in order to consolidate classroom space and reduce duplication of programs and
costs. g




2. Encourage and support expanded inter-institutional linkage through consertium

degrees and coordinated programming, such as:
a. Coordination of technical training with joint vocational schools.

b. An advanced engineering research center to support Youngstown State University,
the University of Akron and Cleveland State University.
c. Inter-institutional program in international business.

Establish a State-wide University Quality Management Committee which would review
cost-saving ideas and suggestions for improved quality and efficiency, then publish its
findings in a newsletter.

D. Operations and Governance

1.

Allow applications for new academic programs to be evaluated on proposed staffing
patterns rather than on staff in place.

Review the process by which priorities for capital funding are established to insure that
projects which contribute to increased efficiencies or reduced costs receive highest
priority.

Reduce State invol vement in construction projects by allowing universities to manage
their own projects (as community colleges already do).

Continue to encourage the implementation of equipment replacement reserve fund pro-
grams similar to the successful program established at Youngstown State University in
1982.

Consider *“pooling™ at the State level for:

a. Health insurance (employees and students)

b. Risk insurance

¢. Common purchases

Encourage the Board of Regents to hold as many briefings and other meetings as possi-
ble by teleconferencs. When it is necessary to hold meetings in Columbus, coordinate
ther so that several g.uups (e.g., CEOs, CFOs, chief academic officers) are scheduled
at the same time.

In the interest of improving the state’s business climate, seck ameadments to public law
(ORC 4117) to provide the best balance between organized labor and m. ::agement.
Review the Board of Trustee appointment process and assess its auequacy in achiev'ng
balanced representation. The process should insure a diversified composition in regard
to profession, race and sex.

Establish a New Trustees’ Orientation program to acquaint trustees with their responsi-
bilities/roles as board members, board officers and board committee members. Include
presentations by representatives of the Governor, the Atorney General and the Ethics
Commission. Initial programs should be attended by all current trustees as well as
those newly appointed.
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